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Abstract
This Organizational Improvement Plan (OIP) aims to address the problem of practice (PoP) of a
breakdown in the policy development cycle. The breakdown has resulted in a lack of evaluative
feedback on the extent to which policies have been implemented as intended and are effective in
achieving their intended outcomes. The PoP challenges elected trustees, in a large and diverse
K–12 school division in Western Canada, to carry out their governance role. To address the PoP,
the OIP offers a comprehensive change implementation plan, guided by a four-step change path
model, actions, and continuous improvement cycle, supported by communication strategies
intended to occur over a 3-year period. A case study approach for monitoring and evaluation will
provide an in-depth description and identification of key themes derived from the enactment of
the implementation plan. This OIP is grounded in the theoretical underpinnings of constructivism
and organizational learning and the leadership approaches of adaptive and servant leadership.
The change process will engage trustees, the superintendent, and members of an advisory group
in co-learning opportunities to strengthen the board’s governance function by creating and
piloting a policy evaluation framework. Addressing the PoP will lead to the desired state of an
evaluative culture in which policy evaluation findings inform the governance work of the board,
foster strong engagement practices with a focus on social justice, and support evidence-based
decision-making. The change process described in this OIP could be applied by other school
divisions to enhance their policy evaluation function.
Keywords: evaluation, policy, school board governance, adaptive leadership, servant
leadership, change management
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Executive Summary
Systematic evaluation contributes to a strong governance function and leads to both
improvement and accountability in school systems (Dahler-Larsen & Boodhoo, 2019;
Hanberger, 2016). This Organizational Improvement Plan (OIP) aims to address a problem of
practice (PoP) that exists in River City school division, a large and diverse K–12 school division
in Western Canada. The PoP is a lack of evaluative feedback on board policies, which challenges
the abilities of elected school board trustees to carry out their governance function. Addressing
this PoP is significant as trustees, in their governance role, can positively impact organizational
performance and student achievement and promote equity through their decision-making, policy
work, and resource allocation (Mueller, 2011; Nienaber, 2014). As an elected school board
trustee and credentialed evaluator, I serve in the role of change agent and have positional and
expert power to lead the shift from the current state of a lack of evaluative feedback on board
policies to the desired state of an evaluative culture.
This OIP integrates theory and research to inform practice. Constructivism provides a
theoretical lens for this change. Constructivism emphasizes a relational perspective to learning
through interactions between ideas and experiences, acknowledging the existence of multiple
realities, supporting participants in co-constructing meaning (Dickson et al., 2016; Phillips,
1995). Organizational learning theory also informs the OIP, highlighting the importance of
collective learning as part of the change through participant interactions leading to discovery,
information flow, and diffusion (Yukl, 2009). Additionally, the OIP proposes a participatory
approach with an aim to engage the trustees, superintendent, and advisory group members in
joint problem-solving by thinking critically and creatively about current practices. Stakeholder
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participation will generate more effective ways of working and increase buy-in and commitment
to the process and outcomes (Springett, 2017; Zukoski & Bosserman, 2017).
Servant and adaptive leadership are the leadership approaches that guide this change.
From a servant leadership approach, the leader’s focus is one of being of service, which has a
strong moral component (Greenleaf, 1977/2002). Servant leadership is the leadership approach
of River City school division’s board and superintendent. Adaptive leadership (Heifetz et al.,
2009) promotes reflection, adjustments as learning occurs, and the use of results to inform next
steps. The use of an adaptive leadership approach has proven successful in generating lasting
change to an educational organizational culture through the inclusion of diverse perspectives
(Campbell-Evans et al., 2014). Both approaches share a service orientation and are follower
centered and as such complement each other as leadership approaches informing this OIP.
This OIP is organized into three chapters. The first chapter considers the internal and
external organizational context and rates the organization’s readiness for change. As an elected
school board trustee and credentialed evaluator, I explore my personal leadership position as well
as my role as a change agent. This chapter presents guiding questions that illuminate a direction
for addressing the main challenges emerging from the PoP and deepening the inquiry. The
questions focus on how trustees’ can increase their sense of awareness of the role of evaluation
as an integral part of the policy development cycle as well as ways the trustees, superintendent,
and other key stakeholders can be engaged in equitable and meaningful ways in a change process
that fosters organizational learning. The chapter presents the vision for change, which is to create
an evaluative culture that serves to strengthen the board’s governance function and complete the
policy development cycle.
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The second chapter concentrates on planning and development. It presents the change
path model, which includes four steps: awakening, mobilization, acceleration, and
institutionalization (Deszca et al., 2020). In considering the inquiry cycle as part of the
continuous improvement process, the Plan-Do-Study-Act cycle is introduced. To consider how
to address the PoP, possible solutions are presented. The preferred solution focuses on the
creation of a policy evaluation framework. The final section of this chapter highlights leadership
ethics, equity, and social justice considerations in organizational change and within the division.
The third chapter presents a comprehensive change implementation plan, intended to take
place over 3 years, a monitoring and evaluation (M&E) plan, and a communication plan. The
focus of M&E will be on providing a detailed description of the change and ways to track
actions, while capturing lessons learned through reflection and discussion, employing a case
study approach. Communication strategies are offered to ensure clear and consistent messaging
is provided at each step of the change implementation plan. Strategies focus on increasing
awareness, engaging participants throughout the process, and mobilizing knowledge. The OIP
concludes with next steps and future considerations. Appendix A provides a visual overview of
the components comprising the OIP.
Fundamentally this OIP requires a change in culture through capacity building,
co-creation, and integration of a policy evaluation framework within River City school division.
Addressing this PoP will lead to the desired state of an evaluative culture in which policy
evaluation findings inform the governance work of the board, fostering strong engagement
practices and supporting evidence-based decision-making. The process and learning contained in
this OIP could be applied by other school divisions and extend beyond to other disciplines to
support policy evaluation with an aim to strengthen board governance.
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Chapter 1: Introduction and Problem
A policy development cycle can appear deceivingly straightforward: problem
identification, analysis, development, enactment, implementation, and evaluation—repeat. Yet in
reality every stage is complex and iterative, with each one informing the other. The focus of this
Organizational Improvement Plan (OIP) is addressing a problem of practice (PoP) that I have
identified in my role as elected school board trustee and credentialed evaluator. A lack of
evaluative feedback on board policies challenges trustees to carry out our governance role. The
PoP focuses on the breakdown in the cycle when it comes to evaluation, considering the extent to
which policies have been implemented as intended and the degree to which they are effective in
achieving their intended outcomes. Consistent with the OIP requirement of anonymization, the
pseudonym of River City school division has been selected to serve as the organization’s name.
Recognizing as a change agent the importance of analyzing how context shapes the
organization and my leadership within it, this chapter outlines the organization’s context,
introduces my leadership position and lens statement, identifies my role in the change process,
and frames the PoP. I present guiding questions addressing the main challenges emerging from
the PoP, as well as my vision for change, and conclude with an assessment of the organization’s
readiness for change.
Organizational Context
Elected trustees make up the board that governs River City school division, a large,
urban, and diverse K–12 school division in Western Canada. As a policy governance board
(Carver & Carver, 2009), trustees are responsible for creating and evaluating policies, which
shape organizational culture and practices. The school division, governed by a board of trustees,
is supported by a superintendent in the role of chief executive officer. Primarily funded by the
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provincial government, the division comprises over 100,000 students, who learn in more than
215 schools. The division’s vision focuses on success for all students and its mission includes
meaningfully engaging stakeholders in providing quality education. River City school division
has a long history, one that trustees have been instrumental in shaping.
A Brief History of the Organization
A former educator and historian documented the history of River City school division.
For organizational confidentiality purposes, the author’s name has been withheld. However, here
is some pertinent information from the book. The first school was built in 1881 and the division
was proclaimed in 1885. The story, however, originates when arrangements were made for the
election of trustees prior to the first school being built. The board of trustees played a significant
role in ensuring the school came about despite several challenges in securing funding for the
endeavour. Strategies such as a “voluntary taxation scheme” on property owners residing in the
section, introduced by trustees with the aim of addressing the financial issues facing the school
opening, were met with varying levels of success. One strategy that did not gain traction was
charging school fees, as the board of the day adhered to the principles of a free school available
to all, an ideal prominent in public education. A free lunch program was introduced in 1914 to
provide nutritional supports to students living in poverty, and it continues in several River City
schools up to the present time.
Similar issues faced by past trustees continue to be of consideration for the current board.
For instance, growth accommodation issues and government funding cuts are debated at public
board meetings. Another similarity when considering the past and the present is that this OIP is
being written during a pandemic that began in late 2019 and continues to this day. In 1919 the
Spanish influenza plagued the city and schools were closed for several months to prevent its
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spread. Closing schools for a period of time as well as moving learning online has been
implemented as part of the response to the current pandemic.
Cornerstone of Democracy
In Canada, public school board trustees are elected at the same time as city councillors
and the mayor (Maharaj, 2020). Interestingly, Maharaj (2020) noted school trustees are the oldest
form of elected representation in Canada. The underlying democratic ideal is that people should
have a say in decisions made at public institutions that affect them (Maharaj, 2020; Mueller,
2011). Diverse representation elected in the service of community is a cornerstone of democracy.
This is consistent with what Meens (2016) explained was philosopher and educator John
Dewey’s core vision of education, which is democratic education that requires engagement.
River City’s trustees are explicit about their belief that education is the foundation for a
democratic and civil society and that everyone has a vested interest in education. A thriving
education system that accepts and engages all students to their capacity is a shared responsibility
between the school division and the community (River City school division, 2021).
Responsibilities of Board and Superintendent and Organizational Structure
Figure 1 presents a delineation of responsibilities for the board and superintendent. The
province’s Education Act lists the responsibilities of a school board trustee and the board. In
short, the board must be accountable and provide assurance to the public and the minister of
education about student achievement and learning outcomes, engage and collaborate with
stakeholders on board matters and educational issues, ensure effective stewardship of board
resources, and recruit and provide oversight to the superintendent, who is responsible for
management of the school division.
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Figure 1
Responsibilities of River City School Division Board and Superintendent

The board’s role lies in setting the vision, mission, priorities, policies, and budget, whereas the
superintendent is responsible for implementation (Campbell & Fullan, 2019). As Mueller (2011)
explained, delegating management tasks to the superintendent enables the board to focus on
strategic policy and alignment of resources. The board and superintendent have a positive
relationship and generally work collaboratively to achieve the division’s vision and mission. This
is noteworthy as the relationship between school boards and the superintendent affects the
quality of the education system (Honingh et al., 2018). Formally, the board gives policy direction
adhering to standards set out by the minister of education and holds the superintendent
accountable for implementation. As organizational leaders, board members influence the
division’s culture and practices mainly through policy, relationship building, and leadership.
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Figure 2 delineates the organizational chart, outlining the school division’s leadership
structures. The organizational structure shows a clear divide between the role of the board as
governors and the role of the superintendent as administrator. Nine elected trustees, which
include the chair and vice chair, make up the board. Boards govern, as Campbell and Fullan
(2019) explained, not individual trustees.
The board chair presides over the public meetings and is the official spokesperson for the
organization. The vice chair presides over caucus and audit committee meetings. The audit
committee has two external members, who are each appointed for 2-year terms. The director of
board and superintendent relations (the director) provides support to the board and committees,
as directed by and representing the superintendent.

Figure 2
Organizational Chart for River City School Division
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Disagreement, as a result of an unclear understanding of various roles and responsibilities
can, at times, impact the board and superintendent (Seel & Gibbons, 2012). This role confusion
and lack of clarity is not unusual among boards in general, according to Bradshaw and Osborne
(2010), who cited an increase in provincial direction and intervention as a factor. To further
understand the organizational setting, the next section introduces the broad political, economic,
social, and cultural context that impact the organization.
Political, Economic, Social, and Cultural Contexts
The province in which the school division is situated affects the organizational culture.
Politically, a conservative government (the division’s primary funder) is in power provincially.
The aim of education under a conservative lens, according to Gutek (2013), is to “transmit and
maintain the civilized heritage from generation to generation” (p. 252) and “cultivate social stasis
and continuity” (p. 257). River City school division’s board is considered, by the public and by
trustees, to be progressive in its views, leaning more to the left on the political spectrum than the
government in power. This philosophical clash between the provincial government, specifically
the minister of education, and the board has led to tensions and highlighted the need for the
board’s advocacy. For example, the provincial government is currently renewing the
kindergarten to Grade 12 curriculum, also called programs of study. Recently, my school
division opted out of piloting the revised provincial curriculum introduced by the government.
The board of trustees advocated for a rewrite of the draft presented. The reasons for the advocacy
included concerns raised by education stakeholders around the age-appropriateness of the
content, limited consultation with Indigenous communities, and unfulfilled commitments to truth
and reconciliation.
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From an economic perspective, and despite advocacy from the board, the provincial
government has reduced the level of support for public education, which demands a
reconceptualization of how the organization allocates resources. Public education is becoming
increasingly privatized under the current government. There is a broader push by the province to
reduce funding to public education and increase support to private schools, consistent with a
neoliberal ideology (Hursh & Martina, 2016). This is part of a larger shift of decision-making
power, as it is taken away from local school boards by provincial governments (Bradshaw &
Osborne, 2010; Seel & Gibbons, 2012). The shift also implies a maturation of a neoliberal
governance approach to public management striving for a more effective and efficient use of
public money (Galway, 2012).
From a social perspective, the board and superintendent are balancing numerous competing
priorities and heavy workloads, especially during the pandemic. The social context is also
causing a shift in policymaking. Gillborn (2005) highlighted the need to “view policy in general,
and education policy in particular, through a lens that recognizes the very real struggle and
conflicts that lie at the heart of the processes through which policy and practices are shaped” (p.
486). Trustees are compelled to view policy development through more lenses, considering, for
instance, the social construct of gender both in language and application, applicability, and
accessibility as well as racial inequity when considering different cultures. Equity is an
organizational value of River City school division, which is diverse in its stakeholder population.
The organization has several partnerships with community-based organizations, which involve
exchanging ideas and sharing knowledge and resources. Working closely with community is a
key strategy for the division to create an equitable opportunity for all students. From a policy
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development perspective, the board has a mandated responsibility to provide meaningful
opportunities for stakeholder engagement.
Organizational Leadership and Theoretical Frameworks
The concept of “being of service” shapes the organization and the leadership approach.
Ultimately, the board and superintendent are in service to multiple stakeholders, including
students, staff, parents, and the broader community and share a moral ownership of public
education. A defining characteristic of a servant leader is a willingness to serve (Lam, 2015;
Nienaber, 2014), which offers the potential to improve organizational leadership through change
(Russell & Stone, 2002). The concept of servant leadership originated from the writings of
Robert K. Greenleaf (1977/2002). A fundamental point taken up by Greenleaf is that “service is
not seen merely as a qualification for leadership but as the end of leadership” (Bradley, 1999, p.
49). Servant leaders focus on what will benefit followers, the organization, and their community,
and the establishment of trusting relationships is of great importance (Langhof & Güldenberg,
2019). A servant leader focuses on the benefits of followers by serving with respect, empathy,
and building trust (Joseph & Winston, 2005; Russell & Stone, 2002). The leader does this by
considering everyone’s unique value, aspirations, abilities, and contributions (van Dierendonck,
2011). Followers are included in the decision-making process, thereby instilling confidence and
fostering commitment towards achieving a mutually beneficial goal (Bilal et al., 2021).
Stewardship is also a characteristic of servant leader behaviour (Gotsis & Grimani, 2016;
Northouse, 2022). This element is consistent with trusteeship, which has a role in overseeing
proper stewardship of public funds, advocacy for sufficient resources to meet the needs of
students, and implementation of strong policies to support success for all students, which is River
City school division’s vision.
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The organization is responding to many pressures; as such, adaptive leadership also
shapes the organization’s leadership approach. Throughout this OIP, I draw on the works of
foundational theorists Ronald Heifetz and Marty Linsky (2017). Adaptive leadership is a
practical framework that includes diagnosing and framing the situation as well as supporting
individuals and the organization in the change process to adapt and challenge the current context.
This PoP is framed by the theoretical frameworks of constructivism and organizational
learning. Constructivism, as applied in this OIP, is informed mainly by foundational theorist Jean
Piaget (Dickson et al., 2016; Phillips, 1995). Initially, I also considered the perspective of
theorist Lev Vygotsky to address a noted gap in Piaget’s work: the emphasis placed
predominantly on individual over social construction of knowledge. Despite their collective
influences, differences exist between the two theorists, particularly in the perceived individualcentered constructivism of Piaget and the social constructivism of Vygotsky, which extends the
notion that knowledge is socially constructed (M. Gordon, 2009; Phillips, 1995). Upon further
review, others (Lourenço, 2012; Tudge & Winterhoff, 1993) argued Piaget’s work included a
relational perspective to learning, indicating both theorists valued the role of social interaction in
constructing knowledge. Social interactions, the importance of context, and the role of action in
learning and development, all important constructs of constructivism, are consistent with
adaptive leadership (Heifetz et al., 2009).
Yet a question to ponder is the applicability of Piaget’s constructivism, which is mainly
used to explain the development of children, to adult learning. When exploring learning and
teaching, Mukhalalati and Taylor (2019) and Taylor and Hamdy (2013) listed Piaget as a
foundational theorist of constructivism and highlighted experiential learning for professionals as
a way to support knowledge creation and the application of concepts in real life contexts.
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Experiential learning influences adult education by “making educators responsible for creating,
facilitating access to and organising experiences in order to facilitate learning” (Taylor &
Hamdy, 2013, p. 152). Constructivism is relevant to addressing this PoP because stakeholders
will actively participate in knowledge creation and meaning making by developing competence
in evaluation and practicing the skills in the specific context of River City school division.
A constructivist paradigm acknowledges there may be multiple realities (Wilson, 2008),
which is consistent with the practice of electing nine unique individuals with different
experiences to serve in the role of trustee. Constructivism also aligns with organizational
learning theory in the recognition of the importance of collective learning by members of the
organization for discovery, information flow, and diffusion (Fauske & Raybould, 2005; Torres et
al., 2005; Yukl, 2009). Organizational learning theory, drawing from the work of theorists
Argyris and Schön, considers the socio-organizational context in which learning, and knowledge
creation take place at the individual and the macroenvironmental levels (Basten & Haamann,
2018; Berta et al., 2015; Kasimin et al., 2013). The school division has a mandate to foster
education of its students and collective learning of its staff which aligns with an organizational
learning approach, as well as a commitment by the board and superintendent to promote equity
and engage stakeholders to inform and support the work of the division.
Unpacking influences on my own leadership practice is a meaningful consideration when
setting the stage for framing the PoP. The next section presents my leadership position and lens
statement, as well as discusses my role in the process by demonstrating how I am well situated to
lead the change and address the PoP.
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Leadership Position and Lens Statement
I am approaching the OIP through my role as an elected school board trustee and my
experience as a credentialed evaluator. Leadership is a complex concept with varying definitions.
For the purposes of this OIP, I subscribe to Northouse’s (2022) description. Leadership,
Northouse explained, is a process that involves influence, tends to occur in groups, emerges over
time, and can be learned. He offered a description of six bases of leadership power: referent,
expert, legitimate, reward, coercive, and information power. In addition, he shared that there are
two major kinds of organizational power, which are position and personal power. As I discuss
my leadership position and lens, I also consider the types of power I possess as a leader.
I have been fortunate over my half century on this earth to have participated in many
opportunities that have fostered my leadership development. To illustrate my leadership position
and lens, I elaborate on two significant leadership accomplishments: being a credentialed
evaluator and being an elected school trustee, both of which play a role in determining my
agency in the change process. Specifically, the professional designation and my expertise in
evaluation contributes to my agency and professional aptitude to facilitate the change process
required to address this PoP. This, along with my role as trustee, provides me with insight into
how the lack of evaluative feedback on the implementation and effectiveness of board policies is
challenging for trustees in our governance role.
Being a member of the first cohort in Canada to receive the professional designation of
credentialed evaluator in 2011 is a source of great pride. The application process involved
compiling evidence of my skills, knowledge, and practical experience into a portfolio, which was
then assessed by members of the Canadian Evaluation Society’s Credentialing Review Board.
Obtaining the designation, according to the Canadian Evaluation Society (2014a) website, is a
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rigorous, demanding, and introspective process. Completing the application provided me the
opportunity to reflect upon and demonstrate my ability to meet each of the required
competencies. Self-reflection is the ability “to analyze one’s past and current experiences to
operate more effectively in the future” (Nesbit, 2012, p. 209), and it serves as a critical part of
leadership development. Engagement in continuous learning and professional development is
necessary for maintaining the designation. Nesbit (2012) stated the capacity for continuous
learning is an important leadership competency. As part of my leadership journey, I now serve as
a member of the Credentialing Review Board and assess applications of future credentialed
evaluators.
Another accomplishment that gives me pride is having been elected to the school board
for two terms. I have served in this role for 8 years, which necessitates having a high level of
confidence in myself and trust from others. Kutsyuruba et al. (2016) noted people have a positive
sense of self if they trust and are trusted by others. According to Greenleaf (1977/2002),
“Trustees are what their title implies, persons in whom the ultimate trust is placed” (p. 54). I
have a desire to serve and make connections with people. I serve from the belief that education is
a collective endeavour. I approach my role as trustee from a community-centric notion of
service, valuing diversity by respecting and including different perspectives to inform my ways
of knowing, as well as committing to leadership and mentorship. My view of the world fits well
within the predominant ideological approach within the school division, where collaboration,
equity, integrity, and accountability serve as cornerstone values.
The bases of leadership most relevant to the types of power I possess as a leader are
legitimate and expert power. As a change agent in my organization, with a strong rapport (Caton,
2014) with other trustees and the superintendent, I have legitimate power in terms of a formal
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role. I have expert power as I possess expertise in evaluation, which has been recognized
publicly by my trustee colleagues. I also have status as an elected official with a mandate of
policy governance, and as such I hold positional power within the organization. School board
trustees are in a prime position to influence change and act as a bridge between communities
they represent and the education system (Mueller, 2011). I recognize my position of privilege in
being in this leadership role and having influence over others. Twarog et al. (2016) identified
“finding one’s voice and understanding oneself as a person with power in an organizational
setting” (p. 19) and figuring out the politics as important parts of leadership development.
Acknowledging my privilege is a vital piece of who I am as a leader. I am on a journey of
gaining a deeper understanding of white privilege and the ways it influences individual and
organizational assumptions, policies, and decision-making.
This journey of discovery and growth, at times, instills a sense of disequilibrium. As an
adaptive leader, I strive to manage myself when living in the zone of “productive disequilibrium”
(Heifetz et al., 2009, p. 29). This is consistent with the thinking of Piaget, who posited an
individual becomes an active participant in the construction of knowledge only when they
experience a sense of disequilibrium challenging them to confront experiences that cannot be
easily understood or assimilated. They are then faced with accommodating new information and
constructing new schemas or mental representations (Dickson et al., 2016; Harlow et al., 2006;
Phillips, 1995). The learner then becomes an active participant in the construction of knowledge
during experimentation with potential solutions to an adaptive challenge. Leading adaptively
requires deciding what needs to change as well as rethinking how organizations will adapt to be
able to thrive in the new environment (Bagwell, 2020).
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The chosen leadership approach must be genuine to the leader. An example of how I am
an adaptive and servant leader stems from the 2.5 years I served as school board chair, a role that
my peers selected me for. I demonstrated my authority as a leader by challenging the board and
stakeholders to consider different solutions to dealing with infrastructure challenges given the
looming lack of high school space. Some innovative ideas to explore included new partnerships,
staggered start times, and increased online learning opportunities offered through a virtual high
school. As an adaptive leader, I was able to support people to tolerate the discomfort they may
have experienced as a result of a new way of thinking, potentially leading to change “during the
period of disturbance” (Heifetz et al., 2009, p. 29).
I established a sense of a follower-centric form of leadership throughout my time as
board chair. A primary responsibility of the role is to facilitate the development of positive board
dynamics and encourage all board members to participate fully. As a servant leader, I fostered a
“fluid arrangement in which leaders and followers change places as multifaceted missions are
undertaken and move into phases that call for different deployment of talents” (Greenleaf,
1977/2002, p. 256). For example, as board chair I served as the official spokesperson of the
organization. Yet I recognized at times other trustees were more knowledgeable or better suited
to speak on an issue and doing so would also give them exposure. On those occasions I would
invite them to represent the board. Speaking to the media can be daunting. However, the
occasions that I did encourage other trustees to perform that task were met with appreciation for
the trust I placed in their ability to represent the organization. They also recognized my
commitment to shared leadership.
After my time as chair, I retained power from having held the position and developed an
expanded sphere of understanding as a result. In addition, I am involved in several trustee
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committees. Most relevant is the governance and evaluation committee, which has a mandate as
part of its work plan to support board members with carrying out their roles and responsibilities.
My membership in this committee affords me with the opportunity to engage in discussions with
other trustees about their experiences with the policy development cycle. These discussions have
provided me with insight into the challenges the lack of evaluative feedback on policies has
given trustees when striving to make evidence-based policy-related decisions. I will facilitate
much of this change process with support from the governance and evaluation committee and the
director as well as by engaging the board and superintendent and other stakeholders in the form
of an advisory group. The advisory group will engage in the process alongside trustees and the
superintendent to inform this change. The formation of an advisory group is further discussed
later in this OIP as part of outlining the change process.
My approach to facilitation is consistent with constructivist theory; Caton (2014) noted
constructivists often see their role as facilitators helping to construct knowledge based on
bringing together multiple perspectives. Using an adaptive style, a leader recognizes the ability
to learn from multiple perspectives and encourages followers to address and respond to
organizational challenges (Korengel, 2019; Northouse, 2022). Aligned with the follower-centric
servant leadership approach, I use a persuasive and participatory style (Nienaber, 2014) to build
consensus and address conflict that may arise. This differs from a transactional leadership style,
for example, that would use a punishment-oriented method to conflict resolution (Langhof &
Güldenberg, 2019). In sum, I have created a solid sense of self through my role as a trustee and
credentialed evaluator. I identify as a community leader, lifelong learner, teacher, and mentor. I
have a commitment to continuous improvement and value being adaptable to respond to changing
contexts. Along with having positional and expert power, I am well situated to lead this change.
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Leadership Problem of Practice
Framing and defining the problem is a significant step in the change process because
adaptive challenges are complex and the nature of the problem can be unclear (Campbell-Evans
et al., 2014). The PoP, being considered from both a technical and an adaptive challenge, is
framed by adaptive leadership (Heifetz & Linsky, 2017; Heifetz et al., 2009). A technical
challenge is more readily understood and can be addressed through expertise. An adaptive
challenge, however, requires careful review of the problem and diagnosis as it is complex and
involves many factors. Those factors are described as part of the political, economic, social,
technological, legal, and environmental (PESTLE) analysis presented later in this chapter.
Adaptive change challenges assumptions, attitudes, and behaviours (Nelson & Squires, 2017). I
see two parts to my PoP: the lack of evaluative feedback (technical challenge) and how best to
address the challenge from a leadership and organizational learning perspective (adaptive challenge).
The lack of evaluative feedback on policy implementation and effectiveness stemming
from a breakdown in the policy development cycle constitutes the technical challenge.
Addressing the PoP would mean focusing on the board’s difficulty in carrying out its governance
role and making evidence-based policy decisions without evaluative feedback. The leadership
PoP or adaptive challenge stems from how best to address this problem. How might trustees, the
superintendent, and advisory group members be meaningfully engaged in the change process to
foster organizational learning? Meaningfully engaging trustees and the superintendent is
important because the greater the sense of involvement and influence people feel, the less
resistance there will be to the process, findings, and implementation of action-based
recommendations (Guerra-López & Toker, 2012) and the greater the likelihood that
organizational learning will occur.
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A more desirable state is one where the policy cycle is completely implemented and the
evaluation iteratively informs problem identification, creating an evaluative culture informing
the work of the board of trustees. Figure 3 displays the policy development cycle as intended. All
components build on each other and are necessary to complete the policy cycle. The board is
committed to a coherent, consistent, collaborative, and transparent approach to policy
development. Regular review and evaluation of policies, which completes the policy cycle, will
improve the alignment with the board’s vision and mission, increase accountability, and help
translate the intentions of the board into actions supporting its students (River City school
division, 2020). An evaluative culture sets a reflective, experimental, and approach to evidencebased learning (Mayne, 2009). Achieving the more desirable state of an evaluative culture
requires altering policy evaluation practices, arguably addressing the lack thereof.

Figure 3
The Policy Development Cycle
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Currently, policies are reviewed by the board on a cyclical basis but not formally
evaluated. Reviews generally consist of checking for adherence to changes in legislation or
updates to existing wording. For example, recently the board replaced the multicultural education
policy with a new antiracism and equity policy, integrating social justice and a respect for
diversity. Although the new policy is a critical step in furthering the board’s commitment to
antiracism and fostering a sense of belonging throughout the division, no evaluation was ever
conducted on the previous policy. As such, the board was never made aware if the multicultural
education policy was implemented as intended or if it had been effective in achieving its
intended outcomes. Unfortunately, learnings were not captured that could have been used to
inform the change; the existing policy was simply rescinded in lieu of a new one.
Framing the Problem of Practice
This PoP focuses on the lack of evaluative feedback on the implementation and
effectiveness of school board policies, which challenges trustees when they are called to make
evidence-based policy-related decisions in their governance role. Provincial education
regulations mandate that school boards must regularly monitor and evaluate the effectiveness of
policies. River City school division’s policy development and review process states that policies
must be capable of being evaluated. Standards set by the provincial government note that
superintendents are responsible for implementing policies and supporting their board in
evaluating impacts. The board of trustees has established processes for policy development and
enactment. The board delegates authority to the superintendent to implement those policies. The
breakdown occurs in the evaluation step of the cycle, resulting in a lack of evaluative feedback
on the extent to which policies have been implemented as intended and the degree to which they
are effective in achieving their intended outcomes.
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Why Change
When considering the question of “why change?” the prevailing reason is not simply to
meet legislative requirements. The reason is to strengthen River City school division’s
governance role to further contribute to the vision of success for all students. Systematic
evaluation contributes to a strong governance function (Dahler-Larsen & Boodhoo, 2019;
Hanberger, 2016) and leads to both improvement and accountability in school systems
(Organisation for Economic Co-operation and Development [OECD], 2013). Trustees, in their
governance role, can positively impact organizational performance and student achievement
(Mueller, 2011; Nienaber, 2014). Agron et al. (2010) argued the role of school board members in
evaluation is “critical to maintaining momentum and producing effective outcomes throughout
the policy cycle” (p. 528). Yet, there exists increasing frustration among trustees on lack of
evaluative feedback on policies to inform evidence-based decisions.
Evaluation provides a basis for monitoring how effectively policies are being
implemented as well as for assessing the performance of systems (OECD, 2013). In contrast,
assessment, a term that is sometimes used interchangeably with evaluation, is a process that
focuses on appraising the learning outcomes of each individual learner (Alkin, 2011). Forms of
student assessment can include examinations, final projects, portfolios, presentations,
practicum/workplace learning requirements, and performance. Student-level assessment as a
form of data, such as diploma exams and provincial achievement tests, compiled at the aggregate
level and looking at trends over time can help inform an evaluative judgment on policies. A
further distinction is policy evaluation is not individual staff appraisal. This activity can also be
referred to as personnel evaluation. This OIP concentration on policy does not include making
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judgment about competencies of individual staff and instead focuses on the overarching board
policies.
Policies in River City school division provide clarity on governance by establishing the
board’s expectations. In the context of this OIP, a policy is a statement of intent, belief,
governing principles, and expectations regarding specific areas of board responsibility, formally
adopted by a majority vote of the board and intended to guide future actions (River City school
division, 2020). Evaluation of policies can take many forms. Evaluation, for the purposes of this
OIP, is the process of determining the appropriateness, relevance, and overall effectiveness
(Patton, 1997) of policies. As explained by Alkin (2011), policy evaluation is a distinct kind of
evaluation: “Policies are general directions for action without necessarily having a particular
program or plan in mind” (p. 6). Or, as Carver and Carver (2009) stated, policies are designed
principles reflecting the board’s expectations. One of the ways school boards govern, put
forward their expectations and values, and make change is by asking questions, crafting, and
ensuring the evaluation of policies.
Evaluative questions trustees may be concerned with can relate to process issues, such as
those related to implementation and awareness of the policy with consideration of the population
the policy is intended to impact. Impact evaluation questions consider positive, negative, and
unintended effects of a policy (Markiewicz & Patrick, 2016). More broadly, given the
organization’s commitment to equity, questions from a social justice lens would also be of
interest. For instance, has a particular subpopulation been affected by a policy differently than
the whole? Or when considering the wording, are established cultural, economic, and historical
structures (Gillborn, 2005) being perpetuated or challenged by the policy’s content and intent?
When contemplating participation in the policy development cycle, who is making the policy
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decisions and based on what evidence? These questions and addressing the PoP is vital as work
in leadership and policy can provide the foundation for action to identify and address unjust
practices (Ryan & Rottmann, 2007). Yet trustees do not necessarily come with pre-existing
knowledge of evaluation or know what policy questions to ask. Thus, capacity building, in terms
of the development of awareness, knowledge, skills, commitment, and leadership (Smith et al.,
2006), specific to evaluation can support trustees in carrying out their governance role.
Currently within the division, there are mandated reporting mechanisms for
accountability purposes. For example, the provincial accountability pillar offers a template for
school boards to assess their progress and identify areas for improvement using a broad spectrum
of measures, many of which can be extrapolated from the division’s data dashboard. Arguably,
however, these “report cards,” presented by the superintendent to the board at their public
meeting, lack linkages between policies and outcomes, making it challenging to ascertain which
policies are contributing to what outcomes and in what ways (Guerra-López & Toker, 2012).
Greenleaf (1977/2002) argued trustees require information in addition to what the administration
provides them to be able to make independent judgments, which may be contrary to
administrative advice. From a governance perspective, effective decision-making practices,
policy setting, and evaluation are required to provide accountability and reassurance to the public
(Carver & Carver, 2009). Ultimately, the board requires evaluative information on the extent to
which policies have been implemented as intended and are effective in achieving their intended
outcomes to be able to propose evidence-based policy changes or make governance-level
decisions.
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PESTLE Analysis
Assessing external factors can be useful to further understand the PoP as well as to
inform future change planning. A PESTLE analysis is used to examine the broader factors
influencing the POP and to highlight potential challenges. Consistent with an adaptive leadership
approach, leaders need to be aware of the landscape as well as be adaptable to change as learning
occurs. School divisions do not operate in isolation and are impacted by political decisions and
policy changes from government, economic decisions impacting funding, social considerations,
and ever-changing technology (Galway, 2012). Federal and provincial legislation impact K–12
education, with specific mention in a provincial regulation of the requirement to monitor and
evaluate the effectiveness of established board policies and procedures on a regular basis.
Politically and legally, having a formal way to evaluate the division’s policies is mandated by the
provincial government. Alkin (2011) reminded readers that evaluation, an examination of the
viability of a policy, is inherently a political activity, as are decisions about who participates in
the process. Considering the provincial conservative government’s view of education is to
maintain tradition, gaining a deeper understanding of policy effectiveness and implementation
through engagement of stakeholders is presumably less important to it than ensuring that policies
preserve existing power and institutional structures (Plazek, 2012).
Campbell and Fullan (2019) shared the role of education has become increasingly
complex and students are more diverse than ever. School boards are faced with growing inequity,
with some factors stemming from outside of their control. Table 1 offers key points from the
PESTLE analysis, which can inform guiding questions. It highlights critical areas for me as
change leader to consider and inform the change planning. Implicit in this section are the many
directions this change journey could lead.
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Table 1
Key Points from PESTLE Analysis of River City School Division
Factors
Political

•
•
•
•

Key points
A Conservative government in power has changed the funding model for
public education, leading to a cut to overall funding.
Having a formal way to evaluate the division’s policies is mandated by
the provincial government.
Stakeholders are demanding increased transparency and accountability to
do with evaluation.
Evaluation is inherently a political activity.

Economic

•

Reduced funding to public education could mean the board may not have
the desire to dedicate resources to implement change given competing
priorities.

Social

•

The board and superintendent are balancing numerous priorities,
competing commitments, and heavy workloads.
Increasing frustration among trustees on lack of evaluative feedback on
policies to inform evidence-based decisions has been surfacing; Trustees
require information beyond what the administration provides to make
their own independent judgments, which may be contrary to
administrative advice.
Some trustees may not feel prepared to take on the challenge due to a lack
of understanding of evaluation.
Policies can affect different groups in different ways; it is valuable to
consider the social context of the school division and its values, as well as
those of the communities that constitutes it.
The role of education is complex, with growing inequities.

•

•
•
•
Technological

•
•

Legal

•

Additional opportunities for online professional development can support
learning.
The division has invested resources into an internal and external
dashboard from which to pull data; this technology will simplify access to
data to support evaluating policies.
Federal and provincial legislation impact K–12 education, with specific
mention in the regulation of monitoring and evaluating the effectiveness
of the established board policies and procedures on a regular basis.

Environmental •

The pandemic and related increased stress and workload is affecting
individual trustees and the superintendent.
Note. PESTLE = political, economic, social, technological, legal, and environmental.
Establishing guiding questions helps illuminate a direction on which to focus to address the main
challenges emerging from the PoP and to deepen the inquiry.
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Guiding Questions
The guiding questions address two aspects of organizational change by considering
“what” as well as “how” to change (Deszca et al., 2020). Trustees have expressed frustration
with the lack of evaluative information on policies, yet there remains work to be done to create
awareness of potential ways to alleviate the problem. To energize trustees to engage in the
change process this work needs to be meaningful and relevant. As a change agent, I will establish
that addressing the problem will result in improvement to our practices by highlighting the
relationships between good governance, organizational performance, and student achievement
(i.e., Dahler-Larsen & Boodhoo, 2019; Hanberger, 2016; Maharaj, 2020; Mueller, 2011). The
first guiding question is as follows: How can trustees’ sense of awareness of the role of
evaluation as an integral part of the policy development cycle and good governance practices be
increased?
Meaningful engagement, which is energizing to participants and the organization,
according to Belle (2016), must be “intentional, experiential and motivational” (p. 8). To foster
learning, servant leaders need to exercise deep reflection and moral insight around their own
practice and identity and in relation to the power they hold to not reinforce social differences and
existing controls (Lumby & Foskett, 2011; Nienaber, 2014). Considering who is afforded the
opportunity to participate in the policy development cycle, and who makes policy decisions
based on what evidence, is necessary to consider from an equity lens. A key question then is this:
How might the trustees, superintendent, and other stakeholders be engaged in equitable and
meaningful ways in a change process that fosters organizational learning?
The term “stakeholder” refers to those who have an active interest or are somehow vested
in the change process (Alkin, 2011). In the last few years, a variety of stakeholders have been
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increasingly involved in policy creation. For instance, the board recently passed policies about
antiracism and equity, early learning, and First Nations, Métis, and Inuit education. Those
policies had three readings at public board meetings following an intensive engagement process,
including surveys and several focused discussions with stakeholders. As such, extending the
practice of engagement and participation in evaluation of policies should not be viewed as
unique. The third question then is: How can this change process build on the existing inclusion
of stakeholders in the development of policy and extend that participation to evaluation?
When considering to what extent policies have been implemented as intended and the
effectiveness of policies in achieving their intended outcomes, it is imperative to consider how
evaluative decisions are made. As Lindgren et al. (2016) noted, evaluation is not an end in itself
but instead an act incorporated in the governance structure to generate information to inform
decision-making and action. Establishing criteria on which to base judgment of expectations and
make decisions is integral to a policy governance model. Carver and Carver (2009) explained
that due to its judgmental quality, evaluative information must always be criteria based to be
both rigorous and fair. Setting criteria against which to evaluate in tandem with policy
development is central to being able to gather evaluative feedback. As Patton (2021) noted,
“Without criteria, there can be no judgment. Without judgment, there can be no evaluation” (p.
4). Currently no criteria exist on which to evaluate board policies. The final question is: What
can serve to set clear expectations against which policy evaluation judgments can be made?
Embedded in this question is a participatory focus considering who sets the criteria. These four
questions guide this OIP and inform solutions proposed in Chapter 2 and the change
implementation plan presented in Chapter 3.
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Leadership-Focused Vision for Change
Burke (2018) stated that change leaders must be clear about the future and how to get
there, and not come across as defensive in response to concerns. To be clear, although
evaluation, monitoring, and performance measurement–type activities take place in the
organization, there is no coordinated approach for collecting and analyzing evaluative data, and
no structure exists for using system-level and policy evaluation information for governance-level
decision-making. Attaining the desired state of an evaluative culture will improve the situation,
as the act of systematically evaluating policies will strengthen governance practices (DahlerLarsen & Boodhoo, 2019), helping the board better understand impacts of policies and ultimately
contributing to the vision of success for all students.
Carver and Carver (2009) questioned what accounts for the gap between the vision that
boards have for their future state and the reality of the current state. Essentially, the answer lies
in having a strong governance system with role clarity and effective leaders ensuring
accountability in and for the organization they govern. Principles of good governance, as
identified by Carver and Carver, include the board setting clear expectations in the form of
policies and establishing definitions of success. The board delegates authority to implement
those policies to the superintendent, who then ideally directs staff to compile evidence to be able
to report back to the board that their expectations were achieved. Trustees require policy-level
evaluative information for assurance that policies have been implemented as intended and are
achieving the desired results. Mayne (2009) argued leaders must request results, ask questions,
and support use of findings. He posited that if an organization’s leadership requests evidence and
asks questions to inform decision-making, then collecting and interpreting evidence on what is
working, what is not, and why becomes a routine part of the organization’s culture.
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My vision for change is to create an evaluative culture that serves to strengthen the
board’s governance function and completes the policy development cycle. The rationale for that
change lies in the centrality of evaluations to strong school governance, as setting and measuring
goals enhances performance and improves educational outcomes for students (Dahler-Larsen &
Boodhoo, 2019; Hanberger, 2016; Maharaj, 2020). An evaluative culture denotes an
“organizational culture that deliberately seeks out empirical information on its performance in
order to use that information to learn how to better manage its programs and services, and
thereby improve its performance” (Mayne, 2009, p. 6). Torres and Preskill (2001) connected
evaluation and a focus on growth and improvement through organizational learning by
highlighting the importance of integrating the evaluation function, including systematic inquiry
and reflection, within the organization. By grounding the change in organizational learning
theory, the board and superintendent, as well as stakeholders as part of the advisory group, can
engage in collective learning and discovery about the division’s policies.
Consistent with an adaptive leadership approach, the organization must be willing to
foster a culture of respect by offering time and space to truly listen and hear diverse perspectives
on issues. This is consistent with generative discussion days when the trustees and
superintendent come together on a planned basis to deeply explore issues of interest affecting the
organization. Preece (2016) noted the benefit of discovering stakeholders’ values at the outset of
a change process. Not doing so can lead to a more controlling and less collaborative
environment. Admittedly, ensuring there are genuine conversations about those values and issues
most important to stakeholders is also a matter of ethics (Mihelic et al., 2010). Yukl and Mahsud
(2010) stated, “To be flexible and adaptive in a world full of change and uncertainty is difficult
and stressful and leaders need to have a high level of commitment to do what is necessary and
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ethical” (p. 91). A fundamental part of my OIP will be to stress the importance of allocating time
at the outset to identify values that inform policy evaluation and the way it can help in achieving
the organization’s vision and mission, thereby facilitating the creation of an evaluative culture
and balancing stakeholder and organizational interests.
The change process will be informed by a participatory approach, with consideration of
including multiple perspectives from stakeholders in the production of evaluative information
and feedback. Motivated by constructivism (Springett, 2017), participatory evaluation increases
communication about organizational concerns, and fosters an environment for stakeholders to
think critically and creatively about current practices to generate more effective ways of working
(Zukoski & Bosserman, 2017). Ultimately, “educational evaluation policy has much more to
gain from the cross-fertilisation of the distinct perspectives into compromises than from their
antagonism and the imposition of one’s views over other stakeholder groups” (OECD, 2013, p.
127). A participatory approach aligns well with the division’s mission of meaningfully engaging
stakeholders in providing quality education and supports equity as a key consideration in my
vision for change.
Priorities for Change
The priorities for change focus on raising awareness on the board of the role of
evaluation in the policy development cycle and the need for change. The change will concentrate
on the creation of a participatory approach to policy evaluation by establishing a process for
engagement and criteria for judgment as well as securing investment in resources to support the
change. Because there are multiple demands for scarce resources, the significance for change lies
in the opportunity to strengthen the board’s governance function by focusing on evaluating the
effectiveness of policies to ensure resources are allocated to areas that have the most impact. For
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instance, closing the achievement gap for First Nations, Métis, and Inuit students is a priority for
both the school division and the provincial government. Although slight growth has been noted
over time, no significant change in the high school graduation rate has been observed in my 8
years on the board, despite an increase in resource allocation and several new initiatives being
introduced to improve the graduation rate for this group of students. The board receives
information reports describing the work of the division in this area. Yet no comprehensive
evaluation of the policies in place and the effectiveness of their implementation has occurred,
leaving the administration unable to fully explain why little impact has been made.
Change Drivers
Drivers shape organizational change through internal or external pressure. Whelan-Berry
and Somerville (2010) described change drivers as events, activities, or behaviours that support
or necessitate the need for change. An examination of change drivers helps inform possible
solutions, which are presented in the next chapter, by creating an increased understanding of
what is driving the change. Change drivers impacting River City school division include the
mandated nature of this change, a reduction in funding, competing priorities, and a growing
concern expressed by trustees about the lack of evaluative feedback on policies. These
challenges can impact the likelihood of a successful change initiative. Still, there are positive
change drivers as well. Mainly, the organization has, in the last few years, increasingly engaged
a variety of stakeholders in the creation of policy. This bodes well for extending this practice to
evaluation. The mandated nature of the change as an external driver and the board’s level of
awareness of the need for change as an internal driver are explored in more depth below.
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Mandated Change
Having a formal way to evaluate the division’s policies is mandated by the provincial
government through recently passed legislation. This is problematic in that imposing change
onto others—in other words, a top-down approach—has the potential to widen the gap between
stakeholders (Bishop & Mulford, 1999). Conversely, Deszca et al. (2020) posited that new
legislation is an example of a powerful driver of change that stems from outside an organization.
Ultimately, Leithwood (2010) surmised neither top-down nor bottom-up activities alone lead to
successful reform as effective change initiatives require a coherent plan.
Level of Awareness of the Need for Change
This change is anticipated to happen at the group level, and therefore the full board needs
to recognize the need for this change. The board annually provides a summary report of their
self-evaluation survey results from the previous year at a public board meeting. An area for
growth for the board is effective monitoring of policy implementation and impact, which was
noted in each survey over the past 3 years (River City school division, 2017, 2018, 2019). Thus,
the board of trustees has publicly recognized the need for this change and is well positioned to
champion filling this noted gap, which is appropriate for us to address given our policy
governance role. The work is included as a part of the governance and evaluation committee’s
work plan, which is approved by trustees at a public board meeting, so the level of awareness of
the needed change is high. This type of signal early in the change process, according to WhelanBerry and Somerville (2010), demonstrates a readiness to change.
Organizational Change Readiness
In assessing the organization’s readiness for change to address the lack of evaluative
feedback on policies, I draw on Deszca et al.’s (2020) “Rate the Organization’s Readiness for
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Change” tool (see Appendix B), including its readiness dimensions and comprehensive scale.
The six dimensions through which to assess awareness about the organization’s readiness for
change are previous change experience, executive support, credible leadership and change
champions, openness to change, rewards for change, and measures for change and
accountability. Below I describe each dimension and summarize the organization’s readiness in
consideration of that element. The complete score for readiness for change is provided at the
conclusion of this section.
Previous Change Experience
This dimension assesses if the organization has had, in general, positive experiences with
change, has had a recent failure, has a positive or negative mood, and is simply satisfied with
past achievements without feeling the need to do anything else. School divisions, like other
organizations, have experienced immense and rapid growth of technology along with economic
and social change (Lumby & Foskett, 2011). Some change has been positive. For instance,
advances in technology allowed the transition of all learning to a virtual platform in a short
period during the pandemic. Other changes, in contrast, such as alterations to the provincial
government’s funding formula, have caused confusion and ultimately resulted in a decrease in
funding. Yet the organization recognizes change is imperative to growth and has a continuous
improvement mindset. Although for the most part the board’s attitude in reference to the change
tends to be positive, the pressures of change due to the pandemic and the government’s funding
formula have negatively impacted the mood of the organization.
Executive Support
This dimension asks if senior positions in the organization are directly involved in
sponsoring the change, if there is a clear picture of the future, if executive success is dependent
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on this change occurring, and if any key people in the change process may show a lack of
support. The success of the change is dependent on the involvement of the trustees and the
superintendent. As part of my role on the governance and evaluation committee, I assessed the
readiness of the trustees and superintendent to undertake this change process through several
facilitated discussions, reflection, and a review of the potential evaluability of existing policies.
Trustees and the superintendent discussed the nature of the change with specific consideration
given to complexity and potential disruption. In terms of organizational recognition of the need
for change, trustees shared a dissatisfaction with the current state, in which they felt insufficient
evidence was available to assess the effectiveness of board policies.
For the most part, trustees and the superintendent showed awareness of the need and
rationale for the change. There were some mixed levels of awareness of how to assess the
effectiveness of policies and of understanding of the concept of evaluation, which suggests
capacity building is necessary to ensure trustees are equipped for the change. Despite some
tension between where this work should reside—with some trustees sitting on the policy
committee expressing disagreement with where the responsibility for this change lies in terms of
the existing committee structure—there appears to be a solid level of support for the change
overall, notwithstanding questions about resource requirements. This highlights the need to be
explicit about which trustee committee ultimately holds responsibility for overseeing the
evaluation of policies and resources required for the change.
Credible Leadership and Change Champions
This dimension assesses the level to which senior leaders in the organization are trusted,
can credibly show others how to achieve their collective goals, and view the proposed change as
appropriate for the organization. The board and superintendent are seen as credible leaders in the

33
organization by staff, students, and stakeholders. Although in different roles, the board and
superintendent have a positive relationship and generally work collaboratively to achieve the
division’s vision and mission. Finally, trustees’ public acknowledgement in the board selfevaluation survey of the need for growth in the area of policy implementation and effectiveness
suggests they view the change as appropriate for their governance role.
Openness to Change
This dimension considers the internal and external environmental scanning mechanisms
in place, whether there is a culture of paying attention to the findings, and whether “turf”
protection exists in the organization that could affect the change. The dimension also considers
whether effective communication channels and conflict resolution processes exist within the
organization, and whether those affected believe they have the energy and resources needed to
effect the change. With the election of a new board every 4 years, environmental scanning,
including analysis of trend data and gathering of input from stakeholders, occurs as part of
establishing the division’s strategic plan. This information is considered when establishing
priorities. In terms of “turf wars,” the policy committee wondered if this work should lie within
their mandate rather than sitting within the work plan of the governance and evaluation
committee. Therefore, determining where the responsibility for supporting the implementation of
the change ultimately lies, whether it be a committee or the board as a whole, remains to be
determined. In addition, this change would be adding policy discussions to already full board
meeting agendas, which can influence trustees’ openness to change.
Rewards for Change
This dimension considers if there is a reward system that values innovation and change
and if the reward system is focused exclusively on short-term results as well as if people are
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censured for attempting change. Scores were lowest for this dimension because there is no
explicit reward system in place for valuing innovation and change. Still, it has been my
experience that the organization encourages ideas focused on continuous improvement rather
than censoring them.
Measures for Change and Accountability
The final dimension examines if there are good measures for assessing the need and
tracking progress, if the organization attends to the data it collects, if it measures and evaluates
satisfaction, and if resources are carefully stewarded to meet predetermined deadlines. Currently,
there are mandated reporting mechanisms for accountability purposes. As previously mentioned,
the provincial accountability pillar provides a template for school boards to assess their progress
with the aim of identifying areas for improvement using a broad spectrum of measures. As part
of assessing readiness for change, I conducted an informal evaluability assessment of existing
policies. As an evaluator, I had completed similar evaluability assessments throughout my
career. My review revealed five of the 20 examined policies could not be formally evaluated as
written. The director, who understands evaluation, followed the same process of independently
reviewing policies for their evaluability and confirmed my findings. This information further
underscores the need for change and serves as a compelling reason for why this change is
necessary. If consideration to how the policy can be evaluated is not given at the time of creation
by establishing measurable goals and outcomes, then the division will be unable to meet the
provincial education regulation that mandates that school boards must regularly monitor and
evaluate the effectiveness of all their policies.
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Score
Based on the information above as well as my 8 years in the role of trustee, I scored the
organization on each of the relevant questions under the six dimensions, resulting in a total score
of +18. Scores on the change readiness tool can range from −25 to +50, and a score below 10
indicates the organization is likely not ready for change (Deszca et al., 2020). Although
indicating room for improvement, the final score of +18 offers a sense of confidence that the
organization is ready to engage in the change process.
Chapter Summary
In this first chapter, I presented a brief history of the River City school division along
with the broader PESTLE contexts of the division. In addition, I reflected on how, in my position
as school board trustee and in my experience as a credentialed evaluator, I have the agency to
lead the change process. I established constructivism and organizational learning theory as the
theoretical underpinnings for addressing the PoP. Servant leadership and adaptive leadership
were proposed as the leadership approaches to guide this OIP.
Good governance practices and an evaluative culture will support the board in making
evidence-based policy decisions that contribute to the organization’s vision and ensure resources
are allocated to areas that have the most impact. The social justice context of the PoP stems from
considering who is afforded an opportunity to provide feedback on policies and the opportunity to
better understand the effects policies have on different groups, especially the most marginalized.
This chapter also emphasized the leadership-focused vision for change, identified both internal
and external change drivers that will impact the change process, and described a tool with which
the organization’s readiness for change was assessed, indicating the extent to which the
organization is equipped to embark on this change. Chapter 2 further describes the leadership
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approach to change, presents a framework for leading the change process, and offers a critical
organizational analysis as well as proposes solutions to address the PoP. A deeper consideration of
ethics, equity, and social justice as they apply to the change process ensues.
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Chapter 2: Planning and Development
“Would you tell me, please, which way I ought to go from here?” asked Alice.
“That depends a good deal on where you want to get to,” said the Cat.
—Lewis Carroll, Alice in Wonderland
The above quote by Lewis Carroll is often paraphrased to say that if you do not know
where you are going, any road will get you there (Tinberg, 2012). The task of planning for a
successful change initiative is a crucial step since failures are a regular occurrence in major
change efforts (Greenleaf 1977/2002). Despite the messiness and complexity of change (Higgs &
Rowland, 2005), when there is a clear destination in mind the process can be “foreseeable and
map-able” (Whelan-Berry & Somerville, 2010, p. 176).
As presented in Chapter 1, the vision for change at River City school division is the
establishment of an evaluative culture that strengthens the board’s governance function and
completes the policy development cycle. Chapter 2 presents a plan for the change process.
Adaptive leadership offers a useful framework for leading the change, and servant leadership
highlights the importance of serving followers and keeping ethics at the forefront of the change
process. Deszca et al.’s (2020) four-step change path model (CPM) illustrates the “how” of the
change. Nadler and Tushman’s (1989) congruence model serves to identify the “what” in terms
of the needed changes that will bridge the gap between the current and desired future state.
Following the presentation of my leadership approach to change, framework for leading the
change process, and critical organizational analysis, I propose ways to address the PoP and
examine the strengths and weaknesses of each solution. In addition, ethical leadership
considerations and challenges, as they apply to the change process, are discussed.
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Leadership Approaches to Change
Leadership is critical to a change initiative; a leader influences the approach and
implementation as well as followers’ behaviour and performance in response to the change
(Higgs & Rowland, 2005). This section speaks to how adaptive and servant leadership
approaches serve to propel the change forward, as well as their alignment with River City school
division’s context. Table 2 offers a summary of the main points about the leadership approaches
and theories shared in the previous chapter in relation to how they complement each other in
guiding this OIP. The leadership approaches and theories offer a lens through which to examine
and frame this PoP and foundation for the OIP.

Table 2
Overview of Leadership Approaches and Theories
Leadership
approach or
theory
Adaptive
leadership

Consideration for inclusion

Problems are embedded in complex systems. Stakeholders actively
participate in problem-solving and mobilize to respond to challenging
situations. Seminal theorists: Ronald Heifetz & Marty Linsky

Servant
leadership

Servant leadership is integrated throughout the change process,
highlighting the values of accountability, collaboration, and equity, as
well as the collective pursuit of what is best for students and the
organization. Seminal theorist: Robert K. Greenleaf

Constructivism

There is value in co-constructing knowledge about policies, including
multiple perspectives, and using lived experience to inform decisionmaking. Seminal theorist: Jean Piaget

Organizational
learning theory

This lens enhances understanding of how the trustees and superintendent,
as leaders of the organization, learn, share information, and disseminate it
across the organization. It aligns with participatory evaluation.
Seminal theorists: Chris Argyris and Donald Schön
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Adaptive Leadership
Capitalizing on multiple perspectives— “getting on the balcony above the dance floor”—
(Heifetz & Linsky, 2017, p. 7; Heifetz et al., 2009, p. 53) to orchestrate learning when
diagnosing and defining the problems are core tenets of adaptive leadership. In their study,
Campbell-Evans et al. (2014) noted applying an adaptive leadership approach to address
challenges within school boards can trigger lasting changes to institutions and their cultures,
structures, and practices through the inclusion of diverse perspectives. A key finding was the
importance of the leader’s role in “choreographing the learning processes of those in the
organization or community” (Campbell-Evans et al., 2014, p. 545). Governance responsibilities
require school boards to be adaptive in their leadership and mobilize people to address the
challenge.
Adaptive leadership behaviours entail providing direction, protection, orientation,
conflict management, and constructive norms that encourage the group’s effectiveness in
adapting to the change (Northouse, 2022). Adaptive leadership is consistent with a constructivist
view in which knowledge is constructed through interaction and learning from multiple
perspectives and is useful for helping to move stakeholders towards achievement of the desired
goals (Colliver, 2002; Korengel, 2019; Northouse, 2022). Adaptive leadership focuses on the
adaptations that stakeholders need to make in response to the change. This type differs from
other approaches such as trait leadership, which focuses on the leader’s characteristics, because
adaptive leadership “stresses the behaviour of the leader in relation to the work of followers in
the situations in which they find themselves” (Northouse, 2022, p. 285) and supports people in
addressing challenges. Specific to this PoP, adaptive leadership emphasizes enhancing trustees’
evaluation capacity and policy governance by promoting the importance of stakeholder
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engagement to better understand lived experiences of those impacted—for instance,
marginalized students—in relation to policies and address inequities.
River City school board has an organizational practice of holding regular trustee-led
generative discussions to address challenges and foster learning. This practice is consistent with
how an adaptive leader creates space and opportunity to “grapple with difficult problems”
(Northouse, 2022, p. 286) and adjust to new circumstances. As a change agent, I aim to support
active participation in problem-solving, aligned with organizational learning theory, through
diagnosing the situation, mobilizing a response, and supporting stakeholders to adjust and share
as learning occurs (Yukl & Mahsud, 2010). Adaptive leaders serve people by using their skills to
analyze problems and lead to collectively find appropriate solutions. Adaptive and servant
leadership share a service orientation and are follower centered.
Servant Leadership
The use of servant leadership as a guide for this OIP works to address some limitations of
adaptive leadership. Servant leadership encompasses a strong ethical element, whereas adaptive
leadership has been critiqued for lacking an explicit connection to a moral dimension
(Northouse, 2022; van Dierendonck, 2011). Moreover, the process of adaptive leadership is still
being developed and the empirical evidence is limited (Northouse, 2022). Servant leadership has
been more deeply studied (for a detailed review and synthesis, see Gotsis & Grimani, 2016;
Parris & Peachey, 2013; and van Dierendonck, 2011). Servant leadership is also most aligned
with the organization’s leadership approach; therefore, it will resonate with stakeholders.
Servant leadership aligns with fostering stakeholder participation in evaluation. The
concept of leadership in Western culture, according to Bradley (1999) “is still strongly
influenced by notions of power and authority” (p. 51). Greenleaf (1977/2002) shared that when
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issues of power and authority are critically considered, less coercive and more supportive ways
of engagement can emerge. Widespread agreement exists in the literature that being intentional
about fostering stakeholder participation when aiming to build evaluation capacity and foster
change (Bourgeois & Cousins, 2013; MacLellan-Wright et al.,2007) has benefits, including
enhanced buy-in and shared ownership, increased likelihood of achieving intended outcomes,
and improved utilization of findings to inform decision-making and organizational learning (Ali
& Favaro, 2007; Guerra-López & Toker, 2012).
A premise of this OIP is that followers are active participants in setting the vision and
creating the change. Transformational leadership was considered as an approach for this OIP. A
critique of this approach is that the emphasis is placed on the transformational leader, with their
special qualities, to transform participants and the organization using inspirational motivation
(Gotsis & Grimani, 2016; Northouse, 2022). A servant leader, as explained by Greenleaf
(1977/2002), is a servant first, keeping the growth and development of those being served at the
forefront of the change, which differs from one who considers themselves as a leader first. A
servant leader aims to create an inclusive environment encompassing respect, fairness, and
equity, with an emphasis on followers’ continuous learning and growth (Gotsis & Grimani,
2016). As this change process will engage trustees, the superintendent, and members of the
advisory group in setting the vision and advancing the change using a participatory approach to
foster trust in the process, servant leadership is more aligned than transformational leadership is
for addressing the PoP.
Establishing trust is an essential part of servant leadership (Joseph & Winston, 2005;
Russell & Stone, 2002). The absence of trust leads to fear and decreased engagement. In the
previous chapter, I explained that I hold a formal role as a trustee and possess expertise and
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competence in evaluation, both of which promote trust in my agency to lead this change. Trust in
leadership, according to a meta-analysis of existing literature conducted by Dirks and Ferrin
(2002), is related to attitudes, behaviour, and performance outcomes. To inspire trust to engage
in the change process, Joseph and Winston (2005) found that involving stakeholders early in the
process, mentoring and fostering skill development, and serving with integrity were key to
propelling change forward when drawing on servant leadership. Leaders drive organizational
learning (Law & Gunasekaran, 2009) and a servant leader considers everyone’s unique value in
building a learning organization (van Dierendonck, 2011). The practice of a participatory
approach to change is consistent with the school division’s mission of meaningfully engaging
stakeholders.
My vision for change involves building evaluation capacity to create an evaluative
culture that strengthens the board’s governance function and completes the policy development
cycle, fostering organizational learning. Both adaptive and servant leadership approaches are key
to guiding the change process. There exists alignment between adaptive and servant leadership
approaches and the chosen change framework, which is explored in the next section.
Framework for Leading the Change Process
Selection of Change Management Model
In exploring how to lead the change process it is helpful to consider the type of change.
Deszca et al. (2020) presented change as being continuous or episodic and discontinuous, in
relation to whether it is reactive to external events or proactive and planned. The change for
River City school division can be classified as continuous as it is evolving and primarily reactive.
Although there is provincial legislation mandating the change, the need for change has been
noted for several years with trustees publicly acknowledging in the board self-evaluation survey
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that growth in policy implementation and effectiveness is necessary (River City school division,
2017, 2018, 2019). The focus of the change approach will be on fostering a participatory
approach that will expand on current practices related to policy development and extend those to
policy evaluation. The change will require the trustees and superintendent, with involvement
from the advisory group, to build knowledge and skills specific to evaluation, driving the
organization towards adaptation of a more evaluative culture.
Part of preparing for change is choosing an appropriate change management model. River
City school division has not adopted a formal model for this purpose. Consequently, different
models were explored. For instance, when selecting a framework for leading change, Prosci’s
ADKAR change model—where ADKAR stands for awareness, desire, knowledge, ability, and
reinforcement—was considered, along with its strengths and weaknesses. A strength of the
ADKAR model is that it is clear and simple and can be easily integrated into everyday work life
(Wong et al., 2019). A weakness of the ADKAR model is that it lacks any formal prechange
steps and begins with the goal of awareness of change. Presumably, identifying drivers for
change, for instance, is completed prior to creating awareness of or implementing the change, yet
this step is lacking in the ADKAR model. Finally, although the change is focused on enhancing
the governance function of the board of trustees, River City school division is a large and diverse
organization. While Wong et al. (2019) saw the ADKAR model as scalable across large and
diverse organizations, Galli (2018) argued the model may not be well suited for large-scale
organizations with complex processes. Given the conflicting evidence on the use of the ADKAR
model in large-scale organizations and the limited focus on prechange considerations prior to
creating awareness, I did not select the ADKAR model, and rather went with Deszca et al.’s
(2020) CPM.
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Change Path Model
The CPM includes four steps to organize the change: awakening, mobilization,
acceleration, and institutionalization. I chose the CPM for this context because a goal of this
model is to increase the adaptability of an organization through effective change management
practices and engagement as well as to foster a learning and growth perspective (Deszca et al.,
2020). This is consistent with an adaptive leadership approach and the organizational learning
theory underpinning this OIP. The steps in the model are described below.
Awakening
The awakening step consists of undertaking a critical organizational analysis. A scan of
the external and internal environments is intended to help understand the benefits of the proposed
change as well as challenges and potential resistance that might surface throughout
implementation. From an organizational perspective, a strength is that having an evaluation
process in place for policies is mandated by the provincial government. Another strength is that
some evaluation-type activities already take place in the organization, and historically, the
culture is one of stakeholder engagement. An initiative congruent with the existing
organizational culture has a high likelihood of success (Mento et al., 2002).
This step includes identifying the goals of the change process. Proposed goals are as
follows:
•

To increase awareness, knowledge, and evaluation skills among the board of trustees, the
superintendent, and the advisory group members through capacity building, facilitated
discussions, and regular review of and reflection on the change process (short-term goal).

•

To apply the skills and knowledge of evaluation by piloting the change (mid-term goal).
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•

To foster an evaluative culture and strong governance practices among the board of River
City school division, where stakeholders are engaged in the systematic evaluation of
policies for achievement of outcomes and findings are used for organizational learning
and to inform decision-making that nurtures student success (long-term goal).

Early in the change process, the board of trustees will be asked to approve the governance and
evaluation committee’s work plan, which will signal the committee’s official mandate to begin
this work.
Mobilization
The focus of the mobilization step is to ensure that there is a clear and shared vision as
well as strong engagement in the change process. Change leaders have an imperative to keep
diversity, inclusiveness, and equity issues at the forefront, as factors to be aware of in the
changing demographic, social, and cultural environments (Deszca et al., 2020). As a strategy to
consider diversity and inclusiveness, the request to consider participation in an advisory group
will be sent to “contextual experts” (Voegeli et al., 2021, p. 230), such as Indigenous elders and
knowledge keepers, representatives from ethnocultural communities, students, and other key
stakeholders. Although there is no consensus in the literature about the ideal number of members
(Voegeli et al., 2021), the advisory group will aim for representation of a variety of stakeholders
to co-learn with each other, the trustees, and superintendent. The policy evaluation advisory
group (advisory group) is anticipated to be a 12-person diverse committee, which will have
several engagement sessions, and skill building and co-learning opportunities with the trustees
and superintendent.
The advisory group can assist with identifying and addressing potential roadblocks as
well as serve other functions. Voegeli et al. (2021) found clearly identifying the purpose is
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essential for the success of the group’s contribution. For instance, improving the appropriateness
of the change actions, enhancing the quality of the process, navigating challenges, championing
the change, enhancing communication with the broader organization, and facilitating utilization
of findings were listed as potential purposes. The notion of an advisory group is consistent with
existing organizational practices and was successfully applied to help inform River City school
division’s actions toward eliminating systemic racism and supporting equity throughout the
division.
Stakeholder Analysis
A stakeholder analysis, as part of the mobilization step, helps to illustrate the perspectives
of individuals and groups who can influence the project’s success and will be impacted most by
the change. Not identifying stakeholders and their power and influence, as part of risk
management, can lead to project failure (Bourne & Walker, 2005). For the purposes of managing
this change, the focus on stakeholders, or primary participants in the change process,
predominantly includes those who will be most involved and impacted rather than extending to
the myriad of other stakeholders in education. The following examines the view of change from
the perspective of the trustees, superintendent, and advisory group members, who are considered
from here on in to be the participants in the change process.
Board of Trustees. Having a vested interest in the change, the board’s view of the
change is generally positive (despite questions about required resources and concerns regarding
competing priorities), and the trustees are aware of the need for change. Of all the stakeholders,
their reaction to the change is most critical to the process as they have the power and influence to
make this change happen. The public and the provincial government are the main influencers of
this group. Although they are committed to the change, individual trustees—in particular, the
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chair of the policy committee—have the potential to be disruptive in challenging “ownership” of
this change and which committee is in the best position to lead it. Acknowledgement of their
expertise in policy development as well as increased engagement throughout the process will
nurture support and minimize resistance.
Superintendent. The superintendent has a cautious view of the change due to competing
priorities; their reaction to the change is one of “serving the board as they wish” and they will go
along with the change insomuch as the board does not waver in its commitment to making it
happen. Should the superintendent observe some trustees’ resistance to the change, they may try
to persuade the board to delay the process based on competing demands and potential resource
implications. The board, the ministry of education, and stakeholders (staff, unions, community)
influence the superintendent.
Advisory Group Members. The advisory group members will offer guidance on the
process and be active participants in the change. Advisory group members will likely have a
supportive view of the change and have expressed interest in being involved through the
recruitment process. At the beginning their reaction to the change is of minimal importance; as
the process moves through the steps, their influence will increase because their commitment and
support will be necessary for influencing institutionalization of the change within the full
organization. In addition, further outreach to Indigenous leaders, cultural representatives,
students, and staff groups to gather input on the change will be included, more so in the final two
steps of CPM, to more fully understand the lived experience of those affected by policies.
Acceleration
Acceleration involves action planning and implementation. Leaders build momentum by
celebrating small wins and achievement of milestones along the way. Mento et al. (2002)

48
suggested those small win celebrations can generate new ideas and new learnings as they become
brainstorming events for the next phase of the change process. Doing so keeps participants
motivated and engaged in the process. Piloting the evaluation of a few selected policies can
promote action for knowledge development, consistent with a constructivist approach (Lourenço,
2012), as well as foster organizational learning (Law & Gunasekaran, 2009). Pilot testing serves
as a smaller-scale implementation, conducted prior to full institutionalization, and is designed to
experiment with and refine any issues with the evaluation process. Seeking feedback from the
trustees, superintendent, and advisory group members during implementation is essential to
correct potential flaws and address concerns as well as to demonstrate adaptive leadership.
Reflection at every step is crucial, and an adaptive leadership approach promotes stepping back
from the change experience and reflecting on lessons learned, which serves as a building block
for organizational learning (Mento et al., 2002). A weakness of the CPM is the lack of an explicit
formal feedback loop. This gap will be addressed by integrating the Plan-Do-Study-Act (PDSA)
cycle, discussed later in the chapter.
Institutionalization
Institutionalization is the successful conclusion of the transition to the future desired state
with the integration of evaluation as a part of the policy development cycle, addressing the PoP
of lack of evaluative feedback on policies. A survey will be administered to participants to gather
summative feedback on the process. A board report, drafted by the governance and evaluation
committee with assistance from the director, detailing the process, accomplishments, and lessons
learned will be presented at public board.
Consistent with the proposed time frame of this change process, Nadler and Tushman
(1989) found through their extensive experience with large-scale change that “re-orientations
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generally take from three to seven years in complex organizations. The efforts may entail false
starts, derailments, and the necessity to start over in some places” (p. 202). The change process,
leading to the desired state of an evaluative culture, is scheduled to be completed within 3 years.
However, a complete policy development cycle, including all policies, may take longer as a
result of the division’s review schedule. Policies are reviewed on a planned schedule of every 7
years. Some policies, in the accountability section, have more frequent reporting or review
requirements than others due to legislative obligations or the significance of the topic. To fully
institutionalize this change, the division may wish to establish a policy evaluation planning cycle
that aligns with the board’s 4-year term and length of the strategic plan, with annual updates.
The description of each step in the process is intended to serve as a guide for the change
journey with recognition of its iterative nature and overlap. A balance between flexibility and
specificity will ensure the plan can be adapted to organizational needs and as learning occurs
(Mento et al., 2002). Adaptative leadership encourages leaders to regularly “move back and forth
from the balcony to the dance floor” (Heifetz & Linsky, 2017, p. 73). Nicolaides and McCallum
(2013) explained the following:
It is by going to the balcony that a leader is able to gauge gaps between goals and current
performance, to diagnose and interpret patterns of distress or resistance, explore and
evaluate assumptions and mental models and discover related patterns across multiple
embedded systems. It is also from the balcony that leaders rediscover their sense of
purpose and reorient themselves when overwhelmed with confusion or uncertainty (p.
249).
In other words, as action is taken a leader can step back and assess the results and reassess the
plan as needed while maintaining a diagnostic mindset. In Chapter 3, I explain that I will be
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keeping a leadership journal as a strategy that can help me to stand on the balcony and reflect on
the change process. The next section presents the critical organizational analysis to further
inform an understanding of change and the approach.
Critical Organizational Analysis
When reflecting on what to change, the dissatisfaction of trustees with the current state
and legislation that mandates the change are factors. Furthermore, the division’s commitment to
continuous improvement as well as the increasing pressure to ensure value for resource
expenditure given the decreasing education budget are considerations. This section of the OIP
engages in a critical organizational analysis using Nadler and Tushman’s (1989) congruence
model to identify the needed changes that will bridge the gap between the current and desired
future state. Refer to Appendix C for a visual illustration of the congruence model applied to this
context. This model recognizes the dynamic nature of systems, and an organization’s work is
considered in terms of tasks, people, and formal and informal structures and how components
work together. The model is beneficial for considering if there is an alignment or congruence
between the external environment and the strategy for analyzing the need for change and
maximizing the success of the process. The organizational analysis informs potential solutions
offered later in this chapter.
History and Environment
The history of the organization presented in Chapter 1, along with the PESTLE analysis
and leadership and organizational context make up the inputs impacting the PoP. The inputs also
include resources in the form of dedicated time to commit to the change to support capacity
building, monitoring and evaluation (M&E) activities, and additional staff time to support the
change process and implementation.
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Strategy
The strategy encompasses River City school division’s vision, mission, and values along
with the PoP’s change vision, drivers, and leadership lens presented in Chapter 1. A
consideration of the strengths and weaknesses, opportunities and threats, informs the change
strategy (Deszca et al., 2020). The strengths are that the change is mandated and thus must
happen eventually, and the board recognizes the need for change. Engagement, and to a limited
extent evaluation activities, already take place in the organization. The board will be asked to
grant approval to address this PoP as part of the governance and evaluation committee’s work
plan. The weakness is there are no dedicated resources or a fixed timeline on when the change
must occur. Yet an opportunity is that stakeholders are demanding increased transparency and
accountability to do with evaluation. A threat is that the pandemic may prompt the trustees or
superintendent to request a delay in the change process due to the demands of the response
required to address the associated challenges. For the change to be successful, trustees must be
able to see the benefit and have a desire to improve. As the change agent, I will keep
championing the changes as a priority for the board’s governance work and regularly promote
the benefits of an evaluative culture during informal discussions and at formal board gatherings.
The Transformation Process
The transformation process combines the components of work, the formal and informal
organization, and people to produce the desired outputs (Deszca et al., 2020). Each of those
components are described below.
Work
The work element includes the tasks that need to be completed to attain the desired state.
For the change to be successful, the trustees and superintendent will need to enhance their
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knowledge and skills specifically to do with policy evaluation as it relates to the board’s
governance work. There will need to be a clear delineation of roles between what trustees are
responsible for and what falls to the administration. To fully implement the policy development
cycle, the board will identify evaluation questions and set rigorous and fair measurement criteria
(Carver & Carver, 2009) with which to make judgments on the extent to which policies are being
implemented as intended and the effectiveness of their outcomes. Part of the work involves
establishing the advisory group, and members will also participate in evaluation-related capacitybuilding activities and be engaged in discussion about the proposed evaluation criteria.
The Formal Organization
The formal structure in place supports the governance role of the board and the role of the
superintendent as chief administrator. A particular element that must happen to support the
change is for the board to make a specific request to the superintendent for evaluative evidence
on policy implementation and effectiveness, in the form of a motion at a public board meeting.
This motion will ensure the board receives regular and systematic evaluative feedback on
policies to inform their decision-making and sets the expectation that this will become a routine
part of the organization’s culture (Mayne, 2009).
The Informal Organization
A threat to carrying out this change is the pandemic, competing priorities, and other
challenges regarding reduced funding to public education, which will affect the desire to
undertake this work. Informally, there is a possibility the superintendent may try to “manage” the
board and postpone this change. The superintendent has many other considerations at play,
especially within the current context of the pandemic. As such, they may not see this change as a
priority. A change to the informal organization requires all trustees to agree about the importance
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of this change and demonstrate unwavering and continued commitment to the process, which
will promote support from the superintendent as they serve the board.
People
The CPM plan cannot predict unforeseen events that can impact the change process,
positively or negatively (Nadler & Tushman, 1989). As such, it is wise to include stakeholders
and listen to their input. Stakeholders are people who will have a role and potentially benefit
from the change. They can be classified as change leaders, initiators, implementers, facilitators,
and recipients (Deszca et al., 2020) or strategists, implementors, and recipients (Mento et al.,
2002). In this OIP, as change leader and as part of my membership in the governance and
evaluation committee, I serve in the roles of initiator and as facilitator. Initiators and facilitators
are those who will enable the change as well as lead it. In servant leadership, serving and leading
are almost interchangeable: “Being a servant allows a person to lead; being a leader implies a
person serves” (van Dierendonck, 2011, p. 1231). Another way to describe my role is as a
change strategist because I created the vision and am also the implementor who will help “shape,
enable, orchestrate and facilitate successful progress” (Mento et al., 2002, p. 50). Governance
and evaluation committee members also share the role of implementor. For the purposes of
addressing this PoP, recipients of the change are the trustees who must adapt to the change,
maintain confidence that the process will be beneficial, and evolve in their behaviour towards
policy evaluation to ensure the change is effective.
Trustees do not necessarily have pre-existing evaluation knowledge and skills and thus
capacity building specific to policy evaluation is part of the change plan. However, it must be
recognized that trustees come with their own expertise and knowledge in other areas, which can
be useful in their role. Greenleaf (1977/2002) noted that although trustees may not be experts in
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a particular area, there is “a unique thing, a trustee judgement, and it stands on a par in
importance with any other judgement within the institution” (p. 133). Thus, a part of the change
process is acknowledging the individual expertise they each bring in their role as trustee through
shared capacity building along with having genuine discussions with the aim of discovering
layers of competing values (Preece, 2016) that may exist.
Outputs
A particular area of focus is implementing the complete policy development cycle. This
requires building trustees’ capacity in evaluation and having dedicated resources (e.g., staff
support and funding) to support participatory evaluation practices. The desired state is one where
the policy cycle is completely carried out, creating an evaluative culture in which findings from
policy evaluation inform the governance work of the board, fostering strong engagement
practices and supporting evidence-based decision-making. An anticipated output is that the
trustees and superintendent will use the process of undertaking evaluations and findings to
inform their decision-making and strengthen policies.
Section Summary
Appendix C displays the congruence model using the context of this OIP and provides a
visual depiction of the transformation process. In short, this critical analysis brought to light the
need to recognize the current context of being in a pandemic and how unwavering commitment
from all trustees throughout the change process is necessary. Through description, reflection,
identification of actions, and analysis, the steps of the CPM and the congruence model served to
further understanding of the PoP and detailed the “how to change” and the “what to change.”
Fundamentally, this OIP is about a change in culture moving towards more of an evaluative one
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through capacity building, increased engagement, co-creation of knowledge, and promotion of
organizational learning. The next section identifies potential solutions to address the PoP.
Solutions to Address the Problem of Practice
Solutions, according to Heifetz and Linksy (2017), stem from the ability to analyze the
problem with a diagnostic mindset, understand stakeholders, and comprehend issues. Moving
back and forth from the balcony to the dance floor provides me with the opportunity to identify
solutions that stem from my role as change leader (leading the change), trustee (experiencing the
change), and evaluator (drawing on my expertise and experience) to understand the issues.
Accordingly, I propose and describe four solutions: maintain the status quo, compile existing
evaluation-related practices, engage stakeholders in developing a policy evaluation framework
through a participatory approach, and contract an external consultant to address the change.
Following the presentation of each solution, I consider their strengths and weaknesses, as well as
draw on levels of effective organizational learning to assess the type of learning each one would
foster in order to assist with determining the optimal solution for this change.
Solution 1: Maintain the Status Quo
The first solution of maintaining the status quo should not be immediately discounted
given the organizational context of reduced funding to public education, trustees’ noted concern
with their increased stress level because of the pandemic and competing priorities. The board of
River City school division may choose to maintain the status quo and continue with current
policy development practices. The status quo will not address the lack of evaluative feedback or
remedy the breakdown in the policy development cycle, the genesis of this PoP. The ministry of
education has not indicated a timeline for adherence to the recent legislation or expressed any
intention to monitor whether school boards have a formal process in place to evaluate their

56
policies. The risk with this solution is the division would likely struggle to demonstrate evidence
that it meets the legislative requirements of policy evaluation should that be requested by the
minister. A strength of this solution is that no new financial, staffing, time, or resources are
required. A weakness is this solution maintains a system of lack of evaluative feedback on policy
implementation and effectiveness.
Solution 2: Compile Existing Evaluation-Related Practices
The second solution entails compiling existing organizational evaluation-related practices
to meet the legislative requirements. Evaluation-related practices include the instructions,
procedures, measurement criteria, and information systems in place with respect to evaluation
(Kasimin et al., 2013). To illustrate, an evaluation-related practice is the division’s annual survey
of students, staff, families, and community. The results from the survey are intended to serve as a
source of data to guide decisions, directions, and actions. They also provide information on areas
of success and areas for growth as well as serve as a form of accountability by gathering
feedback from stakeholders on the division’s performance.
From a compliance and accountability perspective, it may be sufficient for the board to
direct the superintendent to compile the different types of evaluation-related practices that exist
within the organization to assess if they are adequate to address the government’s legislative
requirements. It is possible this solution would meet legislative requirements; however, it would
more likely show the issues stemming from the organization’s lack of coordinated policy
evaluation practices. Moreover, limited learning or organizational change would take place.
Springett (2017) acknowledged although accountability is an important aim of evaluation, the
potential to learn and build capacity—both of which are central to participatory evaluation—are
often forfeited.

57
Completing accountability requirements does not necessarily translate into any action.
This solution would not address policy evaluation in terms of organizational learning nor do
much towards fostering an evaluative culture. This type of change can be classified as
programmatic (Deszca et al., 2020) as the solution is straightforward and structured. Risk lies in
the limited analysis of gaps and lack of any formal commitment to addressing gaps, resulting
simply in the compilation of existing evaluation practices. The solution is viable in part because
garnering a greater understanding of existing evaluation practices could serve to inform the need
for change.
This solution would not require any additional funding as existing personnel could
complete this work, though it could detract from their existing responsibilities. To initiate this
change, the board would direct the superintendent to compile River City school division’s
evaluation-related practices by having a trustee make a motion at a public board meeting. All
trustees would vote on the motion, which would require a majority of the votes to be carried. If
carried, the superintendent would then assign staff to complete the review, prepare a report, and
present it to the board as part of a public board meeting. There would be limited engagement of
stakeholders, and little change is likely to occur as a result. There would be little communication
necessary other than indicating the work has been completed, which can be signified through the
presentation of the report by the superintendent at a public board meeting.
Solution 3: Engage Stakeholders in Developing a Policy Evaluation Framework
The third solution is to engage stakeholders in the creation of a policy evaluation
framework through a participatory approach. An evaluation framework is a written document
that describes the overall approach and strategy that will be used to guide evaluation. An
evaluation framework aligns stakeholders’ intended purposes for evaluation, questions, activities,
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and desired outcomes, leading to a more systematic, responsive, and performance-enhancing
system (Guerra-López & Toker, 2012). The framework would identify a proposed approach to
undertaking evaluation, evaluation criteria, required resources, knowledge mobilization
activities, timelines, and responsibilities. A primary goal of the framework would be to provide a
structure through which trustees would be provided with relevant, reliable, and valid evaluative
data on which to base their policy decisions. The participatory approach ensures the engagement
of stakeholders and works to change attitudes about how evaluation is currently done in the
organization, which demonstrates adaptive leadership by shifting current practices.
Leaders must value evidence and be prepared to commit resources to support ongoing
development, foster growth, and remain adaptative in changing circumstances. Doing so is
aligned with an adaptive leadership approach and an organizational learning focus to build an
evaluative culture (Agron et al., 2010; Mayne, 2009). Participatory evaluation is grounded in
principles of engagement and is a way to create new opportunities for teamwork and leadership
that support organizations in their efforts to use data to improve performance (Zukoski &
Bosserman, 2017). The framework would establish systematic evaluation practices as part of the
policy development cycle. Successful implementation of the framework requires the support of
the board and allocation of financial and human resources to support the process. Creating an
evaluation framework with a specific focus on policies would support the creation of an
evaluative culture and address an ethical imperative, discussed in the next section, to engage in a
participatory approach.
This solution supports reactive and incremental or continuous change (Deszca et al.,
2020). The organization is in an adaptive state as there is a need for internal alignment, or
congruence, to do with evaluative practices to be addressed during the change process, and
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subsequent implementation would be accomplished incrementally over time. Nevertheless,
participation has drawbacks (Kotter & Schlesinger, 2008), most notably the required time
commitment and the need for a carefully planned process to ensure the desired change is
ultimately achieved. This solution would require organizational commitment to provide adequate
funding, capacity building for policymakers to understand and to use findings, and structures that
support systematic, transparent, and rigorous evaluative practices (Oxman et al., 2010). This
solution would necessitate a commitment of time, energy, resources, and participation from the
trustees, superintendent, and advisory group members.
Solution 4: Contract an External Consultant to Address the Change
The fourth solution is contracting an external consultant to develop resources and
materials to address the PoP. Support for this approach is consistent with the first solution in that
it recognizes that trustees are balancing numerous priorities, competing commitments, and heavy
workloads, all during a pandemic. Adding on another layer by requiring them to be actively
involved in addressing this PoP, as is the case in the third proposed solution, does not recognize
their already taxed position. In general, there is precedence for hiring externally for this type of
work. Naylor et al. (2002) maintained that regardless of the “current rhetoric of participation” (p.
1180), the “experts” (i.e., external consultants) still tend to guide evaluations and the change
process.
External consultants bring a specialized skill set and experiences. However, their
restricted knowledge of the organizational context and limited span of responsibility in terms of
owning the change necessitates a connection to a strong internal change agent and would involve
the superintendent delegating staff to support and implement the created resources. This solution
entails being clear about the deliverables expected from the consultant and requesting multiple
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proposals to be able to select the best fit. The biggest drawbacks to this solution are the current
context of reduced funding to public education and the limited capacity building among
participants. There may be objections to allocating funds towards an external consultant in a time
of funding challenges.
Funding to engage an external evaluator or team would be required along with assistance
for the process of writing the request for proposals and reviewing submissions. There would also
need to be an internal change agent to support the work internally and act as a resource for the
external consultant. Additional staff resources would need to be dedicated to creating a critical
path and communications plan and supporting the consultant in terms of access to information
and to stakeholders as required. Capacity-building opportunities may also be required to ensure
stakeholders have a clear understanding of evaluation as needed for implementation of
deliverables.
Assessment of Solutions
Solution 1, maintaining the status quo, is the least desirable because no change will
occur. Realistically, it would only postpone a change process to a time when concerns can be
mitigated—for instance, stress and workload are reduced, and funding is increased—and the
organization is operating in a post pandemic era. Solution 2 is a compliance option that does not
require change and would have limited impact on creating a more evaluative culture.
Each of the solutions, except the first one, would entail compiling an inventory of
evaluative activities and reviewing available sources of data. In terms of leadership, the role of
the board in Solution 2 is that of direction and approval, where the superintendent instructs staff
to undertake the required review. Solution 3 invites trustees to be an integral part of the process
of learning by showing leadership while adapting to what is being learned. Solution 4 relies on
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an external consultant to address the change using specialized skills but with limited awareness
of the organization’s culture and little commitment or stake in the change. A drawback to this
solution is the time required to select the consultant as well as the cost of contracting out. In
addition, this solution entails limited policy evaluation–related capacity building among
stakeholders.
Table 3 compares and contrasts the four solutions by identifying the strengths and
weaknesses of each one.

Table 3
Comparison of Solutions
Solution
1. Maintain the
status quo

Strength and weaknesses
No new financial, staffing, resource, time, or technological
resources required; recognizes challenges within current context (S)
Would not foster an evaluative culture or address legislative requirements,
and maintains a system of lack of evaluative feedback (W)

2. Compile
existing policy
evaluation–related
practices

Can be done internally with existing staffing (S)
Not a deep change; yet this shift can occur in a comparatively rapid
timeline as compared to the other solutions (S)
Would not enhance an evaluative culture (W)
Limited stakeholder awareness or engagement (W)

3. Engage
stakeholders in
developing a
policy evaluation
framework

Strong level of stakeholder involvement can lead to more acceptance
and addresses the ethical imperative of engaging in participatory
evaluation (S)
Not clear what end product would look like, and timelines may need to
be extended when adapting to organizational learning (W)
Requires staffing support (W) yet would build capacity (S)
Meaningfully engaging stakeholders takes more time (W)

4. Contract an
external consultant
to address the
change

Consultant would have specialized skills to develop resources (S)
Bringing in a consultant would lessen the burden for trustees (S)
Additional cost for consultant may be met with resistance due to
reduced education funding. Also, consultant would likely not be
familiar with organizational culture and there would be limited
capacity building (W)
Note. S = strength; W = weakness.
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To assist with determining the optimal solution, I draw on organizational learning
foundational theorists Argyris and Schön’s (1974, as cited in Kasimin et al., 2013) levels of
effective organizational learning to assess the type of learning each solution would foster. The
types of learning are single-loop, double-loop, and deutro learning. With single-loop, low-level
learning, an organization adjusts with the aim of correcting a problem, without questioning
values or strategies. With double-loop learning, an organization seeks to understand the problem
by using feedback and questioning assumptions, then takes action to remedy the situation.
Deutro, or third-loop learning, involves seeking to learn by exploring values and systems to
understand how decisions are made (Basten & Haamann, 2018; Kasimin et al., 2013). The
adaptive leadership balcony metaphor is consistent with single-, double-, and triple-loop learning
in the promotion of balancing action with reflection and the value of considering the change
from different perspectives (Nicolaides & McCallum, 2013).
The first, second, and fourth solutions take for granted existing values and practices
without question and rest on single-loop learning. There is the potential to explore and improve
existing practices underpinning the current state, although without challenging norms or values.
Single-loop learning appears to provide an answer to the problem, but in a superficial way. The
third solution involves double-loop learning by shifting strategies and consequences based on
challenging current practices. Deutro-learning improves on both single-loop and double-loop
learning by developing strategies for responding and adapting to change as well as embedding
evaluation into the organizational memory, consistent with the third solution, emphasizing the
necessity of making knowledge sharing an explicit part of the selected solution.
As discussed in Chapter 1, the PoP has both a technical and adaptive challenge. The first
and second solutions would not address the lack of evaluative feedback available to trustees

63
(technical challenge) or how best to address the challenge from a leadership and organizational
learning perspective (adaptive challenge). An imperative for a participatory approach to
meaningful engagement, as contained in Solution 3, is paramount to addressing the adaptive
challenge. In the third solution, active participation by the trustees, superintendent, and advisory
group members, consisting of diverse stakeholders, is essential to informing implementation. The
fourth solution, with the production of resources and materials by the external consultant and
application by the superintendent, could enhance the evaluative feedback available, thereby
addressing the technical challenge but without fostering the creation of an evaluative culture.
Chosen Solution for Addressing Problem of Practice
Ultimately, there is space for a combined approach to address this PoP; hence, the chosen
solution is a blend of the second and third. To initiate the change, the board will make a motion
and direct the superintendent who will assign staff to undertake a review of current policy
evaluation–related activities. This review will be presented to the board for discussion and
identification of gaps. The second part of the proposed combined solution entails trustees, the
superintendent, and advisory group members actively participating in the creation of the
evaluation framework. The solution is consistent with an adaptive leadership approach in that
leaders take action, step back, and assess the results to inform the next step (Heifetz & Linsky,
2017). The third solution entails reorienting the way evaluation currently takes place and
positioning the organization closer to a more evaluative culture—not simply undertaking
evaluation but using the process and findings for continuous organizational learning and
improvement.
To summarize, a blended approach of Solutions 2 and 3 moves the organization beyond
the status quo and simply considering meeting accountability requirements to actively engaging
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stakeholders through their participation in building an evaluative culture. A blended option
recognizes the organization’s commitment to organizational learning and capacity building.
Furthermore, the blended option does not require significant funds for outsourcing to an external
consultant to undertake the main work of addressing this PoP. However, engaging the expertise
of an external consultant, in a limited role as part of the M&E plan (discussed in Chapter 3), is an
opportunity for participants to share reflections on their experiences with someone who has not
been part of implementing the change.
To implement the chosen solution, a blend of Solutions 2 and 3, the board will play a
leadership role, working alongside the superintendent and the advisory group, to build capacity
through creating the framework, piloting the evaluation of a few policies, and adapting to change
as new organizational learning takes place. As a change agent, I will facilitate generative
discussions and capacity-building activities to increase awareness of and reflection on evaluation
and related activities to inform this change. Findings from the discussions will inform the
creation of the policy evaluation framework as well as identification of additional capacitybuilding activities and resources needed to support implementation.
To be effective and influence governance practices, structural changes necessitate that the
policy evaluation framework fall within the responsibilities of the entire board, assigned to the
audit committee (to be renamed the audit and evaluation committee), and be sanctioned and
approved at a public board meeting. This structural change, identifying where the responsibility
for the policy evaluation framework “lives,” would address the lack of clarity in terms of
sustainability and ownership. Assigning this change to a committee of the full board increases
overall accountability and learning to enhance decision-making.
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Plan-Do-Study-Act Cycle
In considering the inquiry cycle as part of the continuous improvement process, a
participatory model using Deming’s PDSA cycle (Christoff, 2018; Henshall, 2017) will be
applied to the change process. The four stages of the cycle are plan, do, study, and act and are
described in detail in Chapter 3. The model is iterative, moving between stages supported by
purposeful M&E and continuous improvement activities, with adaptations as new learning
occurs through planning and testing. A key principle of PDSA is iteration, as the cycle is
repeated the plan is tested, knowledge is increased, and the process is continuously improved
(Pietrzak & Paliszkiewicz, 2015). This approach aligns with the CPM, where Deszca et al.
(2020) emphasized the importance of measurement and control systems to clarify outcomes and
enhance accountability throughout the change process. In addition, the approach addresses a
critique of servant leadership noted by Bradley (1999), that the importance of accountability in
leadership can be underestimated. The PDSA cycle promotes both single-loop and double-loop
learning (Pietrzak & Paliszkiewicz, 2015), fostering organizational learning. The final section of
Chapter 2 examines equity and social justice considerations.
Leadership Ethics, Equity, and Social Justice in Organizational Change
This section is a significant component of the OIP because racism, sexism, and
inequalities are deeply entrenched in organizations (House, 2019), and through an effort to
understand and make a difference evaluation can contribute to revealing and challenging policies
and practices that perpetuate injustices. R. B. Gordon et al. (2021) noted that “evaluation
processes are as important as any findings that come from the evaluation. The processes can
actively contribute (or undermine) the wider equity and social justice goals of valuing people’s
knowledge in processes that directly affect them” (p. 10).
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In designing the change process specific to this PoP, particular attention needs to be paid
to power imbalances among stakeholders, including the board, the superintendent, and more
importantly members of the advisory group. Knowledge, constructivists believe, is “always
informed by a particular perspective and shaped by various implicit value judgments” (M.
Gordon, 2009, p. 39). Piaget (1965, as cited in Lourenço, 2012) favoured cooperation, mutual
respect, and social connections over authority-based relationships to nurture learning and
development. Issues of power and unequal status between participants have the potential to
impact the participatory process. Establishing and obtaining agreement about group norms is
consistent with adaptive leadership behaviour (Northouse, 2022). Correspondingly knowledge
creation will be actively co-constructed, in alignment with a constructivist perspective, to allow
optimal openness and collaboration as well as an appreciation that each participant has a valuable
contribution to make and brings unique individual, social, and cultural norms (M. Gordon, 2009:
Muijs et al., 2010). Moreover, a deep sense of ethics along with discourse acknowledging power
differentiation can aid in addressing the gap through strong facilitation by the change agent.
Next, I discuss a framework for analyzing the ethical issues surrounding this PoP, which
advances thinking about considerations and challenges as they apply to the change process and
the responsibilities of the organizational actors.
Shapiro and Stefkovich’s Ethical Paradigms
As a framework of analysis of ethical issues surrounding this PoP, I draw on Shapiro and
Stefkovich’s (2016) ethical paradigms, which are ethics of justice, critique, care, and the
profession.
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Ethics of Justice
The ethics of justice is concerned with the fair and equitable treatment of people, with
rights and law as part of a liberal democratic tradition. Rights and laws to consider in the case of
this PoP include the Universal Declaration of Human Rights, the provincial education act and
standards, and organizational policies, for example. Identifying the impacts of the ethics of
justice falls within the awakening stage of the CPM as part of identifying the scanning process
and determining the drivers of the change.
Ethics of Critique
The ethic of critique entails a review of existing laws as well as a process to determine if
the laws are just. This critique challenges the status quo, calls for values to be explicitly stated,
and highlights issues of oppression, power, privilege, voice, and empowerment (Ehrich et al.,
2015). This critique highlights the ethical imperative (Chapman & Ainscow, 2019; Oxman et al.,
2010; Springett, 2017) to engage in a participatory approach and consider the power dynamics
and lived experiences of those who are impacted by policies. Furthermore, recognizing the role
of privilege, “its power in defining what is real, and the consequences of making decisions from
a position of power” (Springett, 2017, p. 565) means recognizing that those without power are
rarely heard and those with power may benefit from and have a desire to perpetuate the status
quo.
Ethics of Care
There exists both a political and ethical obligation to assess the effects of policy decisions
(Oxman et al., 2010). The ethics of care stresses a social responsibility that governors, in this
case the board of trustees and the superintendent, have to care for and build relationships with
members of the organization. Similar to ethical leadership, which focuses on the appropriate
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behaviour of an organization, servant leadership concentrates on caring for people and
demonstrating integrity and trustworthiness (van Dierendonck, 2011). As a change agent, I
recognize I have a duty of care when interacting with participants and inviting them on this
journey. As such, the change process requires deep reflexive consideration on interactions based
on solid connections and relationships fostered by trust (Caton, 2014).
Ethics of the Profession
The ethics of the profession considers the formal codes of the evaluation and education
profession. Pettifor (1995) explained professional codes of ethics represent ideals and are
“aspirational in their expectations” (p. 141), requiring individuals to respect the dignity of all,
serve in the best interest of others, and do so with honesty and integrity. The Canadian
Evaluation Society’s (2014b) code of conduct and ethics states evaluators must be competent in
their provision of service, act with integrity in their relationships with all stakeholders, and be
accountable for the product and performance. Thus, my identity as credentialed evaluator is
embedded in the ethics of care perspective of this OIP. Within this OIP, trust and being of
service are core in all the stages of the CPM as building relationships and supporting people are
vital from a servant leadership perspective.
Social Justice
A core value of participatory evaluation is social justice, and operationalizing that value
requires deliberate and intentional participation from multiple perspectives. A truly democratic
process calls for deliberation, dialogue, and adaptability (Springett, 2017). House (2019)
identified justice as fairness, justice as democracy, and justice as equality as three broad
approaches to social justice.
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Justice as Fairness
In relation to this PoP, justice as fairness highlights the importance of those leading the
change being well informed about the culture and context, norms, and practices. Therefore,
conducting a detailed organizational analysis in the awakening step of the CPM is crucial. As
part of awakening throughout the change process, the trustees and superintendent need to commit
to being seen as acting fairly, justly, and in a balanced way in decision-making that
communicates the importance of integrity (Ehrich et al., 2015). This looks like consistent and
transparent communication, through updates and reports at public board meetings, and a
commitment to co-constructing learning by actively listening to and valuing different
perspectives.
Justice as Democracy
Justice as democracy underscores the importance of incorporating the values and
perspectives of stakeholders, including those often excluded. Exclusion may be because of race,
gender identity, sexual orientation, age, or ability, for instance. In the mobilization step,
participation, with particular attention paid to diversity, inclusion, access, and differing
perspectives on the proposed approach to change, will be considered through the creation of an
advisory group. House (2019) suggested that promoting the theme of “learning together”
throughout the change process can assist in levelling the unequal social hierarchy that will exist
among participants. The engagement process and opportunities for participation will be extended
more broadly as the change process unfolds. Participation becomes the entry point to establishing
a democratic approach to evaluation (R. B. Gordon et al., 2021).
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Justice as Equality
Justice as equality focuses on decreasing inequalities and increasing equality (House,
2019). Evaluation can serve to identify effects of policies that perpetuate inequalities. Social
justice requires consideration of those impacted by policies, with specific consideration of
diversity and those who are vulnerable (Pettifor, 1995). As “there are multiple ‘truths’, which are
contested and tied to complex relations of power and inequality” (R. B. Gordon et al., 2021, p.
6), this necessitates being cognizant of when particular voices are being privileged. Specifically,
the trustees and superintendent will have access to information that the advisory group members
may not. Advisory group members will have different perspectives, values, and reasons for their
involvement. In addition, there will be race, gender, and class differentiations. House (2019)
noted sometimes those differences may not matter much; in this case, the trustees and
superintendent hold a similar degree of positional power within the organization. Differences do
matter in terms of the composition of the advisory group and fostering their participation. This
necessitates being explicit about the advisory group’s role being one of increasing the
representation of diverse voices who inform the change process. Leaders, like myself, who are
seeking to understand the world in which they exist from a constructivism paradigm and
construct meaning through interactions with others, recognize how their background shapes how
they understand and interpret events and that interpretation flows from their personal and cultural
experiences (Creswell & Poth, 2018). As facilitator of the change and as a white female in a
position of privilege, I recognize that I also bring my own perspective, values, and interests. I
explore this recognition further in Chapter 3 as part of addressing potential bias.

71
Chapter Summary
This chapter presented a plan for the change process based on the CPM and drew on the
congruence model to identify what needs to change to bridge the gap between the current and
desired future state. Following a critical organizational analysis, four possible solutions for
addressing the PoP were proposed and considered. Ultimately, a blend of two solutions was
determined to be the most fitting based on the strengths and weaknesses of each solution along
with the type of organizational learning it would foster. The iterative PDSA cycle was introduced
for consideration of continuous improvement throughout the process. The final section of this
chapter focused on leadership ethics, equity, and social justice in organizational change,
highlighting the responsibilities of the organization and the commitments of the board and
superintendent. The third and final chapter of the OIP offers a thorough examination of the
implementation, M&E, and communication plan along with next steps and future considerations.
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Chapter 3: Implementation, Evaluation, and Communication
The final chapter of this OIP builds on the findings from the organizational analysis, the
information about the need for change, and the state of readiness of River City school division
presented in the first two chapters. The preferred solution to the PoP identified in Chapter 2
consists of addressing the lack of feedback on policies through compiling existing organizational
evaluative-type activities and creating a framework to coordinate a systematic approach to policy
evaluation. Chapter 3 presents the change implementation plan and offers an M&E plan as well
as a communication plan. Appendix A offers a visual overview of the OIP and how the different
plans support addressing the PoP and achieving the desired state. This chapter also considers
how the transition from the current to desired state will be managed, and by what means
stakeholders’ reactions to change will be understood. The supports and resources required to
sustain implementation are identified. I conclude the chapter by offering next steps and future
considerations.
Change Implementation Plan
This section discusses how the change plan fits within the overall organizational strategy
and structure, and how it will lead to an improved situation for social and organizational actors
as well as promote equity and social justice. The change implementation plan outlines the steps
and activities utilized to purposefully transition River City school division from its current state
to one where the lack of evaluative feedback available to trustees, the PoP, is addressed and the
policy cycle is fully carried out. The desired state is an evaluative culture, with strong
engagement practices, where findings from policy evaluation inform the governance work of the
board and support evidence-based decision-making.
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Overview of the Change Process
This OIP employs the steps of Deszca et al.’s (2020) four-step CPM, which consists of
awakening, mobilization, acceleration, and institutionalization, as the structure for the change
implementation plan. Table 4 provides an overview of the change process (see Appendix D for a
much more detailed and comprehensive change implementation plan specifying goals, timelines,
actions, associated monitoring, and evaluation, as well as who has primary responsibility for
actions).
The application of the PDSA cycle offers a continuous improvement lens that supports
the M&E of the change process presented later in this chapter. The PDSA cycle is integrated into
each step of the change implementation plan. PDSA aligns with an adaptive leadership approach
as both require reflection on what has taken place and promote making adjustments based on
learning prior to moving forward. As part of the awakening step, the plan stage includes
understanding the problem of a lack of evaluative culture, scoping it out, setting goals, and
determining what data to gather. The data can be used to predict potential challenges, identify
considerations, and contribute to the feedback loop. This stage also involves describing the short, mid-, and long-term goals that will guide the change implementation plan. The do stage, as part
of the mobilization step, will entail carrying out the change implementation plan and
documenting successes, challenges, and lessons learned. The governance and evaluation
committee members will gather, analyze, and share data with the trustees, superintendent, and
advisory group members to inform and refine the change process. The study stage, as part of the
acceleration step, is an opportunity to formally compare the implementation to date with the
existing plan, noting progress and areas of challenge. By analyzing the data and summarizing
learnings, informed adjustments to the plan can be made to maximize the achievement of goals.
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Table 4
Overview of Change Process
CPM Steps & PDSA Stages
Awakening: Year 1
Plan: Understand the problem,
scope it, and set goals. Determine
what data to gather; collect and
use information to predict
potential challenges, identify
considerations, and contribute to
the feedback loop.

Actions
The G&E committee, of which I am a member, will scan,
identify drivers, host facilitated discussions with the board and
superintendent, review the organizational readiness survey
results to stimulate discussion, and complete an organizational
stakeholder analysis. The trustees and superintendent will
complete the presurvey to establish a baseline of awareness
and evaluation skills, discuss the goals of the change process,
collectively identify criteria by which to measure success,
provide input into a communication and M&E plan, identify
required resources, and establish feedback loops with regular
updates.

Mobilization: Year 1 into Year 2
Do: Carry out the implementation
plan and document successes,
challenges, and lessons learned.
Gather, analyze, and share data to
inform the change process.

The superintendent will put a call out for members to form an
advisory group and participants will co-create the terms of
reference using similar ones that exist within the division as a
starting point. Participants (trustees, superintendent, and
advisory group members) will continue to engage in capacitybuilding opportunities. As change agent and a part of the G&E
committee, I will engage trustees and the superintendent in
implementing the preferred solution using a participatory
approach, review learnings to date, check-in using feedback
loops, and adjust as needed.

Acceleration: Year 2 into Year 3
Study: Compare implementation to
date with plan and note progress
and areas of challenge. Analyze
data collected and summarize
learnings to inform changes to
plan.

Participants will conduct action planning and implementation
and adapt as new learning occurs when “piloting change” by
evaluating a few policies. The G&E committee will share
M&E findings and draft a sustainability plan to be presented to
the board. Engagement will be expanded to the broader
organization.

Institutionalization: Year 3
As change agent, I will lead participants in the full
Act: Consider what changes need to implementation of the change (if warranted based on findings
be made to the policy evaluation
from M&E and continuous improvement actions). The G&E
framework to fully resolve the
committee will conduct the postsurvey and after-action review,
PoP. Address those changes and
check the terms of reference for the advisory group to confirm
roll out the full implementation
its mandate is complete, draft a final report, and present
by carrying out the complete
findings from the change initiative at a public board meeting.
policy development cycle.
Note. CPM = change path model; G&E = governance and evaluation; M&E = monitoring and
evaluation; PDSA = Plan-Do-Study-Act; PoP = problem of practice.
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The act stage of the cycle, taking place as part of the institutionalization step, will be a time to
consider what changes need to be made to the policy evaluation framework to fully address the
lack of evaluative feedback on policies and completely implement and institutionalize the
change.
Fulfilling those tasks will signal a readiness to roll out the full implementation by
carrying out the complete policy development cycle. Leithwood (2010) observed the staging of
improvement efforts are designed to reduce the complexity of the required tasks and extend the
improvement to the entire organization. The change implementation plan is well aligned with
River City school division’s context and direction as the next section explains.
Alignment With Organizational Context and Direction
The change plan is guided by River City school division’s vision of success for all
students, with the knowledge that trustees, through strong governance practices, can positively
impact organizational performance and student achievement (Mueller, 2011; Nienaber, 2014).
Consistent with the organizational value of equity, adopting an adaptive leadership approach to
the change, especially during this time of the COVID-19 pandemic, can serve to gain a better
understanding of and address disparities and inequalities across the system (Bagwell, 2020).
Funding allocation and access to technology are a case in point. River City school division’s
technology policy acknowledges that education environments are continually evolving and
expresses support for equitable access to technology. Furthermore, the policy recognizes the
importance of technology that can be adapted to dynamic environments. However, the
policymakers did not foresee the increased demand for devices and applications as well as the
need for stable internet access by students and staff during the rapid transition to remote learning
caused by the pandemic. The current organizational culture does not include an evaluation of this
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or any policy at set intervals. As such, the division was in a reactive state and needed to quickly
adapt to ensure an equitable distribution based on need, and then adjust as issues arose as the
pandemic progressed. In short, M&E of the technology policy and associated actions must be
done in a timely way to ensure the technology needs of students and staff are being effectively
met.
The change implementation plan is also guided by River City school division’s mission
of meaningfully engaging stakeholders in providing quality education, with a strong emphasis on
a participatory approach. The change plan will lead to an improved situation as it will be
fundamentally about collective learning to inform organizational improvement. More
specifically, the process of engaging trustees, the superintendent, and advisory group members in
developing the framework and facilitating their participation in M&E activities will help identify
impacts of policies on student success, with specific consideration of marginalized students.
An evaluative culture can serve the board in using evaluation findings to identify policies
that have the effect of perpetuating inequalities. For example, River City school division’s
commitment to early learning and provision of inclusive and nurturing learning environments
aims to support the well-being of children representing a diversity of languages, cultures, and
abilities. The board recently passed its early years policy. Establishing an evaluation plan
stemming from the policy evaluation framework would ensure the early years policy could be
evaluated once implemented. This would be a change from existing practice as currently no
evaluation plans are generated to support the evaluation of new or existing policies. In the
current state, the board lacked comprehensive evaluative information to be able to advocate
when provincial funding to school boards to support early learning was reduced. By
implementing this change, a finding from the evaluation of this policy could highlight the limited
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availability of and access to early learning programs and services because of insufficient
government funding, lack of available space, and lack of staff. An emphasis of the evaluation
could include searching out the long-term impacts of the shortage of early learning supports in
order to challenge the funding and social mechanisms that generate the inequalities. The practice
of engaging in evaluation and use of findings would strengthen the board’s advocacy work.
The theoretical approach of constructivism, grounded in doing, emphasizes the
importance of actively co-constructing learning while “purposefully changing the environment
and then reflecting on this change” (M. Gordon, 2009, p. 49). An adaptive leadership approach
stresses the importance of adjusting as new learning is gained when undertaking the actions as
part of implementation. By being visible, being engaged, and actively learning together with
each other and organizational stakeholders (a component of servant leadership), the trustees and
superintendent will demonstrate their commitment to the organization (van Dierendonck, 2011).
In essence, the change implementation plan, informed by theory, aligns with the existing
organizational structure and promotes organizational learning.
Managing the Transition
The change implementation plan is intended to move River City school division from the
current state to the desired state, with emphasis on actions that need to occur throughout the
transition, as indicated in the change implementation plan (see Appendix D). Carefully
considering the management of the transition can minimize anxiety, avoid confusion and
frustration by keeping people informed, and improve the likelihood of a successful
implementation (Deszca et al., 2020). As a change agent, I will introduce and regularly reinforce
key messages around the need for change, the vision, and work to incorporate the change into the
policy development cycle. Drawing from an adaptive leadership approach (Heifetz et al., 2009), I
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will nurture formal and informal opportunities and interactions to generate co-learning. I will do
this by maximizing engagement opportunities and providing updates at quarterly generative
discussion days and capacity-building opportunities, as well as through tabling reports and
facilitating discussions on the change process at monthly caucus and public board meetings.
The governance and evaluation committee, of which I am part, is primarily responsible
for overseeing the enactment of the change implementation plan, as this change will be formally
part of the committee’s work plan. The committee of three trustees, with the director’s support,
will answer questions about the change. This committee has no formal decision-making authority
as trustees only have the mandate to make official and binding decisions when participating in
board-sanctioned meetings comprised of the majority of the board (Campbell & Fullan, 2019).
However, the governance and evaluation committee will identify key points at the end of each
step of the change implementation plan requiring an update to the full board or approval and
present a formal report to the board for record. The report will specify if it contains an
informational update only or if a recommendation and board decision is required. For instance,
approving the policy evaluation framework would require a board motion, originated by the
committee chair, presented at a public board meeting. The approval to accept and fully
implement the policy evaluation framework would be voted on by trustees. Institutionalization
would require the majority of trustees present at the board meeting to vote in favour of the
recommendation for the framework to be formally adopted by River City school division.
As noted in the discussion on the chosen solution in Chapter 2, structural changes will be
proposed to make the policy evaluation framework the responsibility of the entire board and
assign it to audit committee, to be renamed the audit and evaluation committee. The existing
governance and evaluation committee would be renamed the governance committee. These
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changes will need to be recommended for approval at a public board meeting as part of the
institutionalization step of the plan. In anticipation of the formal adoption of the policy
evaluation framework and structural changes proposed, as well as to ensure the change
implementation plan is being effectively carried out, the governance and evaluation committee
must consider stakeholders’ reactions throughout the process. The next section explores how
stakeholders’ reactions to change, and potential resistance, will be understood and used to inform
implementation as the plan progresses.
Understanding Stakeholders’ Reactions to Change
The stakeholders focused on in this OIP are the primary participants of the change
process—that is, the trustees, superintendent, and advisory group members. I anticipate each
group will have different reactions to the change. Potential areas for resistance by each group
were explored in Chapter 2 as part of the stakeholder analysis. Although they are depicted as
three unique types of participant groups, as change agent I recognize distinct individuals with
different beliefs, values, and experiences make up these groups. As such, individuals will not be
uniform in their reactions to change. The governance and evaluation committee will seek to
understand reactions to the change through formal and informal engagement strategies with
groups and individuals, thereby creating an environment that encourages input and feedback and
promotes effective communication, all the while considering individuality within and across
groups to maximize success.
To capture and understand stakeholders’ reactions to change, the communication plan,
presented later in this chapter, calls for a mixture of interpersonal communication channels.
These primarily involve face-to-face discussion and dialogue, as well as mediated channels that
make use of technology and have been found effective in change initiatives (Lewis, 1999).
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Governance and evaluation committee members will engage in regular check-ins with
participants, asking them to reflect on how they are being affected by their role in working to
resolve this adaptive challenge (Heifetz et al., 2009). Committee members will listen and engage
in discussion with a focus on helping people understand and process the proposed change as well
as to be able to assess their level of engagement and commitment. The committee will establish a
secure area online where input and feedback can be shared by individuals participating in the
process and built on by others, with an opportunity to show adjustments made to the plan.
A strategy to consider is for committee members to maintain a record of interactions.
Upon review, the record would illustrate who committee members have checked in with, who
they have not, and what common questions and patterns of concerns are. By doing this,
committee members share the responsibility for clear and consistent communication and ensure
that all reactions to the change from the trustees, superintendent, and advisory group members
are understood, documented, discussed, and addressed (or a rationale for not addressing them is
provided to close the feedback loop). This approach to understanding stakeholders’ reactions to
change is consistent with Deszca et al.’s (2020) actions to minimize the negative effects of
change, which include engagement and timely two-way communication. The following section
explores supports and resources required to enact the change implementation plan.
Supports and Resources
Organizational learning requires time for reflection and inquiry and involves learning
incrementally and iteratively over time (Torres et al., 2005). Servant leaders recognize that
capacity building takes time, a commitment to practice, and the willingness to learn from
experiences (Greenleaf, 1977/2002). The extensive focus on planning and enacting the change
management process, intended to take place over 3 years, is intentional. Time is required to
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foster a shift in the organization from its current state of a lack of available feedback on policies
to one of having more of an evaluative culture. The plan includes continuing with the existing
board generative discussion days, committee meetings, and board meetings with time allocated
to this change.
Additional human resources, beyond that of the work of the trustees and superintendent,
will include the director as well as any needed staff and administrative support. There are
administrative staff who support the board and committees, but there will also be opportunities to
draw on additional staff within the division who have specific expertise to support capacitybuilding activities and assist with developing a communication plan. There is an existing practice
for the director of communications to support the board of trustees in its communication-related
activities, and as such this request for support is not likely to be seen as unusual.
There will be a one-time cost for the support of an external consultant who will conduct
interviews and assist with writing the findings for use in the case study evaluation of the change
implementation. The use of an external consultant is further discussed in the M&E section. As
part of the institutionalization step and to offset some of the additional work in the longer term,
there may be a desire for the division to hire a staff member with a focus on managing policy
evaluation, similar to the existing model of having staff dedicated to supporting the policy
development process. Bringing on any additional staff position or restructuring of existing staff
would be a budget consideration and discussion to be had with the superintendent as staffing
decisions are under their purview.
Efforts will be made to support implementation with minimal financial increases to
existing budgets; however, as the process moves towards institutionalization, the board may
allocate a specific amount per year to support policy evaluation activities. Financial resources to

82
cover costs can initially be drawn from the board’s existing discretionary fund, then integrated
into the division’s operating budget following the existing budgeting cycle. With regards to
technology, trustees are already familiar with using Google Drive and the division’s data
dashboard. The data dashboard provides access to existing data collected by the division.
However, as the change unfolds and policies are evaluated, other data sources are likely to be
needed to help address the evaluation questions, which may necessitate upgrades. Upgrades to
the dashboard as technology evolves and needs change are planned for in the organization’s
budget. River City school division already subscribes to an online survey program that can be
used as part of this process. Ultimately, to accomplish the desired change, a time commitment
will be needed from participants, and existing staff members’ time will be drawn on for support
as well. The next section considers limitations to the change implementation plan that may
impact the transition from the current state to the desired state and offers actions for their
mitigation.
Plan Limitations
The plan is informed by theory and evidence, a comprehensive examination of literature,
and my doctoral-level coursework. My own experiential learning supports that it is valuable to
anticipate and to be prepared for challenges arising with implementation. Rather than serve as a
deterrent for engaging in the change, acknowledging, and planning for potential challenges will
serve to enhance the likelihood of institutionalization. Several implementation issues are worthy
of consideration, specifically the time required for the change, evaluation expertise, the
additional work required, and potential policy evaluability issues.
First, time for discussion and engagement is necessary to arrive at an agreement on the
design of the policy evaluation framework, particularly considering the overall approach,
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questions, and criteria for judgment. A participatory approach to this change requires time for
discussion and reflection, as well as a commitment to engage in capacity building by all
participants (Voegeli et al., 2021). Trustees have expressed concern over the potential of this
change process adding to their current workload. As such, efforts will be made to integrate
actions within current structures such as committee and board meetings and generative
discussion days.
Second, developing evaluation expertise requires capacity-building activities. Expanding
policy development skills is part of the onboarding of new trustees, and sessions are generally
attended by the superintendent. Extending this practice to include policy evaluation, as the term
unfolds, and inviting advisory group members to attend is reasonable. Campbell and Fullan
(2019) noted the value of conveying the established governance culture as a part of the
onboarding of new trustees to assist with their adjustment to established practice. Despite having
access to capacity-building opportunities, some participants may start to decrease their
participation or lose interest over the course of the enactment of the change implementation plan.
From an adaptive leadership perspective and in my role as a change agent, it will be important to
“keep the work at the centre of people’s attention” (Heifetz et al., 2009, p. 130) through regular
updates in which I communicate key messages and the progress made. Considering levels of
participation and engaging in regular check-ins to gather feedback to inform adjustments to the
process can assist in addressing this limitation. Moreover, as a change agent, I will remind
participants when we come together of the purpose of the change and the benefits to be expected
when the desired state is achieved.
Third, implementing the policy evaluation framework will require additional work and
expertise, not only from trustees but also from the superintendent and some staff. Strategies
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similar to those noted above include promoting the benefits of the change, including regular
check-ins, establishing a feedback loop, and displaying adaptive leadership by being responsive
to concerns and adjusting the plan as necessary to support successful implementation.
Furthermore, a clear delineation as to what work trustees will undertake and what will be
delegated to the superintendent as part of institutionalization will be included in the discussions
had by the governance and evaluation committee and adhere to existing organizational
delegation practices.
Lastly, difficulties may arise when attempting to evaluate some existing policies, as was
noted from the evaluability assessment discussed as part of the organizational readiness survey in
Chapter 1. Part of the iterative nature of the policy development cycle is ensuring a policy can be
evaluated. Working collaboratively with the policy committee will be a necessary part of
institutionalizing the change to ensure that when the committee is drafting a policy, members
consider its evaluability. As part of the acceleration step of the change implementation plan, pilot
testing of the policy evaluation framework can effectively address implementation issues and
prompt adjustments due to new learning before fully institutionalizing this change. An M&E
process, the focus of the next section, plays an essential part in promoting reflective practice and
organizational learning. It can also prompt the identification of challenges as they emerge and
highlight ways to address them.
Monitoring and Evaluation Process
The change implementation plan illustrates the integration of M&E activities, which are
planned and contained throughout the change process rather than added on as an afterthought, as
is often the case in change management (Skinner, 2004). Although complementary, M&E serve
different purposes. Monitoring includes collecting data on an ongoing basis to assess the extent
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to which the change process is being implemented according to the plan and unfolding as
intended. Monitoring activities, such as tracking completion of actions and adjustments, also
provide an indication of the progression of the plan. Evaluation activities generally focus on the
appropriateness, relevance, and overall effectiveness of the change process and achievement of
goals (Markiewicz & Patrick, 2016). Both M&E are systematic in nature, include collecting and
reporting on established measures, and will be used to inform the extent to which the change
initiative is achieving its intended goals and support decision-making about adjustments and
adaptations.
Having a planned process for M&E promotes organizational learning (Torres & Preskill,
2001). Without a mechanism for capturing learnings, participant reflections are not
systematically shared, thereby limiting the ability to learn from the experience and use it to
inform and adjust steps in the change process (Skinner, 2004). Leaders play a critical role in
creating conditions to support organizational learning by encouraging and building a collective
understanding through review of systems and structures that encourage knowledge application
throughout the organization (Yukl, 2009). An adaptive leader has a role to play in building and
sustaining a learning organization and assessing the knowledge and ability of the individuals
who make up the organization by helping stakeholders adjust for congruence as change occurs.
Adaptative leaders mobilize others by engaging in activities that help them explore, grow, and
change to be able to address challenges (Northouse, 2022). M&E activities are intended to
support deep reflection by participants on successes and challenges and serve to document the
change process.

86
A Case Study Approach
A case study approach will guide M&E by providing a structure to capture learnings,
inform adjustments during implementation as feedback is provided, and assess the extent to
which goals were achieved and led to the desired state. Case studies are intended to “describe
something in great depth. They demand a careful examination of the situation with full
understanding of the context and the use of multiple perspectives” (Alkin, 2011, p. 151). M&E
will incorporate processes to facilitate dialogue across group boundaries about experiences
leading to shared learnings (Skinner, 2004). Flowing from a constructivist world view, the M&E
process aims to help participants co-construct meaning about the change process, share their
experiences, foster learning (Dickson et al., 2016), and collectively reflect on successes and
challenges over the 3 years. An underlying assumption of the M&E approach is that all
participants possess knowledge that is of value for informing and assessing the change process,
with perspectives about what is working and what is being learned (Butler et al., 2003). Through
M&E, an adaptive leadership approach will highlight the importance of seeking to understand
what participants have learned by collecting feedback and co-creating meaning to inform
adjustments to the change process. Future directions will be informed through adaptations to the
change implementation plan as learning occurs.
As the M&E will be an examination of a phenomenon, in this case the enactment of the
change implementation plan bounded and defined by time and place in a real-life context, the
design lends itself to a case study. The process of employing case studies has become more
participative in nature since they began being used in evaluation in the 1960s (Yin, 1997).
Consistent with the participatory approach informing the change process in general, M&E
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activities will engage participants throughout by encouraging input, active participation, and
reflective feedback on their experiences.
Notwithstanding being a time-consuming approach in terms of data collection, a case
study is particularly useful to describe what happened in a unique setting and to determine the
effectiveness of the change. This approach supports organizational learning as it generates
knowledge about what is and is not working in a specific context and provides findings that can
be used to inform adjustments to the change implementation plan (Markiewicz & Patrick, 2016).
The case will be detailed by multiple sources of information to provide a rich and indepth description and involve a reflective process and analysis of themes uncovered from the
data (Creswell & Poth, 2018). An emphasis will be placed on including time for reflection,
celebrations, examination of underlying assumptions, and dialogue (Torres & Preskill, 2001),
incorporated as part of the generative discussion days and committee and board meetings.
To adhere to the participatory approach to this change, the M&E plan will be created in
collaboration with participants to build capacity, enhance buy-in and shared ownership, and
contribute to bringing about organizational change (Bourgeois & Cousins, 2013; De Weger et al.,
2018; MacLellan-Wright et al., 2007). Engaging participants in a participatory manner is
consistent with the approach to be used throughout this change process.
Figure 4 presents an example of what the M&E plan could look like. It specifies
questions, indicators, data sources, data collection methods, timelines, and responsibilities.
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Figure 4
The Monitoring and Evaluation Process

Note. CPM = change path model; G&E = governance and evaluation; M&E = monitoring and
evaluation.
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Overall, the focus of the M&E will be on understanding the enactment of the change
implementation plan in the specific context of River City school division. The case study will
provide a detailed description of the change, identifying themes through reflection and
discussion and ultimately informing both the process and final judgment of the extent to which
the goals were achieved and led to the desired state.
Monitoring and Evaluation Questions
Establishing overarching questions helps to focus and provide structure to a case study,
facilitate decision-making about which data collection methods to use, and inform discussions
about how findings can be applied to improve the process. In a case study approach, questions
are purposefully broad and open-ended so participants can construct meaning through discussion
and interactions with each other (Creswell & Poth, 2018; Dickson et al., 2016). For instance,
participants may wish to monitor the extent to which the change implementation plan was
enacted as intended, and what adjustments were made, including the rationale for them. Others
may want to form judgments on the extent to which the desired goals are being achieved and ask
questions about the effectiveness of the approach and participatory process. Tracking actual
resources used versus expected, reviewing the appropriateness and usefulness of capacitybuilding activities, and discussing the overall successes and challenges of the implementation
will likely be of interest to participants from an M&E perspective.
In addition to establishing M&E questions, participants will play an active role in
collecting and interpreting data and contributing to identification of lessons learned through
collective analysis and interpretation. As an evaluator, I have facilitated several sessions where
participants were active in determining questions, offering reflections through discussions, and
collectively interpreting data. This has led to meaningful connections and considerations

90
informing improvements to initiatives, as well as increased participant commitment and support
of the overall process and results.
Establishing indicators will contribute to answering M&E questions by specifying what
data need to be collected to assist in tracking the progress of the enactment of the change
implementation plan as well as to track the extent to which goals are being achieved. Indicators
include participants’ reflections on the process, the degree to which new skills and knowledge
were gained and applied, participation rates, and evidence of change through a review of the preand postsurvey findings and document review. Indicators will serve as a way to mark the
progress made towards the fostering of an evaluative culture within the board of trustees and
ultimately the organization as part of institutionalization.
Monitoring and Evaluation Tools
Ultimately, it will be important to be able to determine if the change process achieved the
intended goals. Several tools will be used to collect data and monitor the completion of the
actions contained in the change implementation plan. A pre- and postsurvey, an action tracking
sheet, a participant feedback form to assess capacity-building opportunities, and an interview
guide will be created and implemented as part of M&E.
Pre- and Postsurvey
Participants will be asked to complete a survey before the start of the change process and
again at its conclusion. As part of the introduction to the change process, participants will be
asked to fill out the presurvey to establish a baseline of their awareness and perception of the
value of the change. After they complete the postsurvey, the results will be compared. The
governance and evaluation committee will be responsible for creating the tool, and support staff
will program it online. The surveys will consist of a series of statements asking participants to
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rate their level of agreement, measured by a 5-point Likert scale. Statements will refer to
awareness of the change and intended goals, the rationale for the change, and level of support
and desire to participate in the process. The presurvey will also include open-ended questions
asking for input about the potential successes of and barriers to the change, whereas the
postsurvey will include questions soliciting reflections on successes, challenges, and impacts of
the change.
Action Tracking Sheet
An action tracking sheet will also be used by the governance and evaluation committee
for monitoring the change implementation plan. Actions will be listed as “completed,” “on track
to be completed,” or “behind/off-track,” with areas for concern noted. The action tracking sheet
will be available to all participants and stored on the secure site, which was introduced in
Chapter 2, where feedback and input about the process are collected.
Participant Feedback Form
Participant feedback on capacity-building opportunities will be used to gauge progress,
make adjustments as learning occurs, and assess change. Participants will be asked a few
questions as part of an exit slip activity at the conclusion of each capacity-building opportunity.
They will be asked to name an important thing explored as part of the capacity-building activity,
consider if something about the discussion or learning opportunity left them puzzled, and
identify what questions remain to be further explored. This information will help the governance
and evaluation committee plan and adjust future capacity-building activities.
Interview Guide
In-depth interviews, conducted by an external consultant as part of the institutionalization
step, is another method that will be used to inform the case study. The governance and evaluation
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committee will draft a guide. Questions asked by the interviewer will flow from the overall M&E
questions, using a semi structured form of interview, asking participants to reflect on their
experiences and share their perspectives on the change process and impact. Additional details on
the rationale for bringing in an external consultant and their role are provided in the next section.
Addressing Potential Bias
The evaluation will maintain a developmental lens, in terms of supporting learning and
adaptation in real time. With my expertise as a credentialed evaluator, I will be an active part of
the process, asking evaluative questions to encourage discussion that informs adjustments to the
plan. As a participant in completing the actions of the change implementation plan and a
contributor to the evaluation, my reflections as change agent will be captured by the director in
the summary of the discussions held during the generative discussion days and as part of
governance and evaluation committee meeting minutes. My input and feedback based on my
experiences as an evaluator will serve as a useful source of evidence (Patton, 1997).
Nevertheless, my view of the change as well as my knowledge and training will influence my
interpretation of the data. As such, the potential influence of my biases and my experiences
throughout the change process on the evaluation must be carefully considered and discussed.
A way to keep my biases in check and to encourage participants to freely share their
experiences is to obtain the short-term assistance of an external consultant. The consultant will
complete in-depth interviews with participants and provide support with compiling and
triangulating data for the case study. A key part of case study evaluation is the triangulation of
evidence, including qualitative and quantitative data, gathered from multiple sources (Yin,
1997). Interviews and collection of reflections and feedback will be used to understand what
took place from the perspective of those involved and how they reacted to it.
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To ensure, as change agent, I am effectively promoting a participatory approach
throughout the process I will draw on adaptative leadership. An adaptive leadership strategy
(Heifetz et al., 2009) that I will employ is to ask the board chair to observe me in facilitating a
generative discussion day. It is common practice in my role as member of the governance and
evaluation committee to be the lead facilitator of these gatherings. I will ask the board chair to
observe the extent to which I provide opportunities for participation and engagement and
recognize a diversity of voices. We can discuss how I can broaden my approach to ensure I am
creating a culture of co-learning where all voices are encouraged and heard, and I will reflect on
my own biases by keeping a leadership journal documenting my reflections and participation in
the journey.
In addition to addressing the potential for bias, other ethical considerations will also be
confronted as part of the process. For instance, participants will be asked to disclose any
conflicts of interest that may arise with their involvement in this change initiative overall and
with M&E activities. The concepts of transparency, active participation, and accountability are
pieces of planning for ethical M&E (Gopichandran & Krishna, 2012). Therefore, a participatory
approach of collective learning and co-creation, with an emphasis on utilization of M&E findings
to inform the change process and to contribute to the desired goal, is paramount. Utilization of
findings is an important benefit of a participatory approach to highlight as the uptake of findings
with regards to education policymaking is limited (Chapman & Ainscow, 2019) yet is seen as
crucial to informing sound decision-making (Oxman et al., 2010). As De Weger et al. (2018)
explained, participant involvement in evaluation can serve as a lever to bring about
organizational change.
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Monitoring and Evaluation and the Plan-Do-Study-Act Cycle
M&E contributes to the process of continuous improvement through planned and
systematic data collection activities at specific points in time undertaken to answer questions.
The PDSA cycle is embedded within the steps of the change implementation plan and
concentrates on continuous improvement.
The plan stage focuses on clearly defining the problem, considering the causes,
identifying stakeholders, designing the intervention, and setting criteria for success. Should this
step be rushed and not comprehensively completed, problems with enactment of the change
implementation plan may arise. Monitoring activities can serve to ascertain if the proposed
actions were completed as intended during the plan stage and throughout implementation. For
example, a review of actions through the monitoring and tracking process can reveal whether
change drivers were identified and if a PESTLE analysis was completed.
The do stage of the cycle is the execution of the plan and the documentation of issues and
observations. Evaluation activities are useful in identifying adjustments to the enactment of the
plan. For instance, asking participants to reflect on their experiences with the deliberate
participatory approach to the change process through regular check-ins can assist in identifying
needed adjustments to levels of and opportunities for participation, demonstrating a response to
feedback. The study stage of the cycle focuses on analyzing the results of the change and
summarizing learnings.
The act stage of the cycle includes participants contemplating what changes are needed to
fully address the PoP. Furthermore, consideration at this stage is given to whether the
adjustments and refinements to the change implementation plan made along the way resulted in
improvements. This consideration would raise the possibility of returning to the plan stage or
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abandoning the initiative. However, abandoning the initiative would likely not be preferred after
the investments made. As such, ensuring the plan is refined and adjusted to maximize the
likelihood of success is paramount to completing the institutionalization step.
Refining the Change Implementation Plan
Adjusting and adapting as new learning occurs throughout the change is expected and
encouraged. Drawing on adaptive leadership, Heifetz et al. (2009) advised leaders to “assume the
need for midcourse correction in whatever you do. Each intervention generates information and
responses that may then require corrective action. Maintain the flexibility to move, reflect and
move again” (p. 125). M&E will test the notion that if each step and associated actions of the
change implementation plan is completed, then the desired change of creating an evaluative
culture will occur and the PoP of lack of evaluative feedback on policies will be addressed.
Participants will collectively determine if the desired goals have been achieved based on analysis
of the evidence. At the conclusion of each step in the change implementation plan, learnings will
be discussed, reviewed, and used to inform adjustments. This point-in-time review will be led by
the governance and evaluation committee; however, regular check-ins throughout the process
will also inform changes if needed, so as not to have to wait until the conclusion of each step.
The governance and evaluation committee will lead the monitoring, documenting, and
communicating at each step of the change implementation plan. All changes will be documented,
along with their rationale. The director will track the changes using a shared Google document.
The director will then notify participants that an update to the change implementation plan has
been made as a result of M&E activities. In short, the governance and evaluation committee will
have oversight responsibility for the plan and solicit feedback from participants. The director will
perform monitoring activities through tracking actions and providing update reports to the

96
governance and evaluation committee at its monthly meetings. The director will make the
refinements to the change implementation plan upon direction from the governance and
evaluation committee and will update participants about the adjustments and the rationale for
those changes.
Board transparency and accountability can be strengthened by making M&E findings
public. Ultimately, evidence from M&E will be compiled in the form of a written case study and
included in the final change initiative report tabled and discussed at a public board meeting and
placed on the division’s website. After completion of each step, an information report will be
tabled by the governance and evaluation committee at a public board meeting as an update about
the status of their work plan and to formally share any refinements made. In addition to M&E,
communication is an essential element of implementing any change initiative. The next section
discusses the plan to communicate the need for change and convey the change process.
Communicating the Need for Change and the Change Process
How a leader communicates is one of the most powerful components of leadership (Piper
& Samarasekera, 2021). An effective servant leader inspires followers by clearly communicating
and modelling the vision through their actions (Russell & Stone, 2002). Adapting, collaborating,
and facilitating co-construction of meaning are all part of my leadership approach, discussed
throughout this OIP, and those attributes also inform my communication style and this strategy.
Building Awareness of the Need for Change
Strategic communication entails providing “the right information to the right audience, in
the right way, at the right time” (G. Rucchin, personal communication, January 17, 2022). The
way the change is introduced and communicated—for example, whether messaging has been
tailored to the intended audience—can lead to a greater level of acceptance or rejection of the
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change (Mento et al., 2002). To initiate the change, I will communicate the change drivers with
the governance and evaluation committee when developing our work plan in September, then
with the full board as part of our generative discussion days. Change drivers impacting River
City school division, as described in Chapter 1, include the mandated nature of this change, a
reduction in funding, competing priorities, and a growing concern expressed by trustees about
the lack of evaluative feedback on policies. The governance and evaluation committee work
plan, to be discussed and approved at a public board meeting, will emphasize the need for change
and reinforce why the change is occurring. Endorsement of the committee’s work plan serves as
the formal approval required to move forward with the change.
Engaging and promoting the benefits of the change to trustees as a way to enhance
success in their governance role and support River City school division’s vision and mission can
enhance acceptance of the change (Deszca et al., 2020). The governance and evaluation
committee members, with support from the director, hold the responsibility for communicating
the need for change, creating awareness of the change implementation plan, and communicating
throughout the process. To build awareness, a communication plan will be established by the
governance and evaluation committee with support from the organization’s director of
communications, then presented to the board for final approval.
Frequent communication enhances trust in a servant leader (Joseph & Winston, 2005)
and is critical to successful change (Bourne & Walker, 2005). This change, including the plan for
communication, will be a standing item on the governance and evaluation committee’s monthly
agenda. The director takes notes of the meeting discussion and records action items. The
committee member responsible for an action item provides an update on it at each meeting. Clear
roles and responsibilities for each committee member in terms of carrying out tasks will be

98
established at the onset of the change to avoid delays. As a member of the committee and the
change agent, I will regularly talk about this change by providing updates at meetings with
participants and soliciting feedback about the effectiveness of the communication. Drawing on
servant leadership, I recognize the importance of having regular exchanges with participants
about the change process to nurture trust and to garner support for the change.
Communication Plan: Areas of Focus
There are three areas of focus as part of the communication plan. The first area of focus is
ensuring participants understand the rationale for the change and the intended goals. The need
for change will be communicated by sharing the benefits of the proposed change, the change
drivers, and the desired goals. Formal communication around the announcement of the change
will occur as part of the approval process of the governance and evaluation committee’s work
plan presented at a public board meeting.
The second area is mobilizing and engaging participants towards reaching the desired
state, which will mainly be part of the capacity-building activities and generative discussion
days. In respect to communication during the change process, it is vital that participants are kept
apprised of progress through regular updates given at meetings (i.e., caucus, board, and
committee meetings; advisory group meetings; and generative discussion days) and that their
experiences in relation to how this change process is unfolding makes a difference in their role,
in this case in the role of trustee in particular.
The third area of focus is messaging to ensure the change is embedded into the
organization for the long term and evaluation is a regular part of the policy development cycle.
All three areas require a commitment by the governance and evaluation committee members to
engage in frequent and reciprocal communication throughout the change process.
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Communicating the Path of Change
The continued leadership of the governance and evaluation committee in clearly
communicating the need for change and the change path is an essential piece required to move
this change forward. Messages can be framed to gain support, reduce complexity, increase
accessibility, and shape discourse by establishing a narrative (Eng, 2016). This next section
illustrates how communication can be integrated into the change implementation plan and
framed according to the focus of communication for each specific step. Using the full potential
of gatherings, such as the generative discussion days, to communicate the change path,
milestones, and wins requires regular and flexible delivery methods.
Communication Throughout the Awakening Step
The focus of communication in the awakening step at the beginning of the change
implementation plan is to convey the need for change, vision for change, and overall path to
trustees and the superintendent. The issue can be framed using simple terms, and potential
solutions can be kept manageable and actionable (Eng, 2016), which is salient at this step as it
takes place prior to engaging in capacity-building opportunities to build evaluation skills and
knowledge. An adaptive leadership approach employs a discovery process, which entails
examining critical issues and framing communication in a way that will foster ownership of the
problem and encourage participants to focus on the opportunities that addressing the PoP can
provide (Randall & Coakley, 2007). Framing the change as a way to strengthen the trustees’
governance role as servant leaders and to ensure resources are allocated in an equitable and
effective way to areas in which they will have the most impact on student success will resonate
with the trustees and superintendent.
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Communication Throughout the Mobilization Step
As awareness of the need for change is created, it is also necessary to ensure
communication includes information about the change process and ways to celebrate
achievements along the way. Then, as the mobilization step unfolds, the communication focus
will adapt to include advisory group members. Communication in the mobilization step will
focus on expanding awareness, interest, and support for the change, and celebrating early
successes. Key messages will underscore the importance of the advisory group members’
participation by emphasizing that a thriving education is a shared responsibility of the school
division and the community. Messages will also refer to River City school division’s mission,
which includes meaningfully engaging stakeholders in providing quality education. Consistent
with a follower-centric servant leadership approach, each step will include a commitment to
collect information about participant experiences, have time for questions, and share successes
and challenges. These check-ins by the governance and evaluation committee members, as
described in the M&E section, will also serve to assess the effectiveness of communication by
verifying with participants that messages are being received and understood and can be acted
upon.
Communication Throughout the Acceleration Step
An important part of this step is the piloting of the policy evaluation framework. An
adaptive leadership approach supports running pilot tests, trying experiments related to the
intervention, and communicating wins to maximize support and success for institutionalization
(Heifetz et al., 2009). Updates on actions and next steps as well as celebrations of key milestones
will take place throughout the acceleration step. As the step unfolds, expanding the audience
beyond the trustees, superintendent, and advisory group members will set the stage for
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institutionalization. Although broader members of the organization will likely be aware of the
change taking place from hearing discussions at public board meetings, expanding the change
will require targeted messaging for additional audiences. Trustees will be encouraged to share
key messages and discuss this change at school council meetings and when connecting with
student senators as well as other stakeholders. In addition, the superintendent will share
messaging with principals and other leaders who attend the division leadership meeting. This
presentation will be followed by an organization-wide email to all division staff containing a
high-level overview of the change and how this work is connected to supporting River City
school division’s vision and mission.
Communication Throughout the Institutionalization Step
Communication during the institutionalization step will include confirming
accomplishments, conveying benefits achieved by the change, celebrating contributions, and
sharing lessons learned to inform future change initiatives. The focus of communication will
further expand to include additional stakeholders. For instance, key messages about the creation
of the policy evaluation framework will be shared with the minister of education to signal
adherence to the provincial education regulations mandating that there be a formal process in
place to evaluate board policies. After a motion to do so is carried by the full board, the board
chair will request a meeting with the minister of education to provide a summary of the change
process and share the work to date, likely followed by a formal letter describing the details
shared at the meeting with the policy evaluation framework attached.
The M&E findings will enhance communication by identifying successes throughout
implementation. The culmination will be the presentation of the case study evaluation and a final
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report at a public board meeting. Board meetings are recorded and archived and serve as a way to
document the change.
Maximizing Gatherings as Communication Points
Throughout each step, opportunities to communicate the path of change and celebrate
milestones will arise when the trustees, superintendent, and advisory group members interact.
The quarterly generative discussion days, advisory group meetings, and additional capacitybuilding opportunities where all participants come together to learn and create are occasions for
the governance and evaluation committee to address concerns about the change process. These
gatherings will also serve as communication points to celebrate successes along the way. This
can be done by having the chair of the governance and evaluation committee provide verbal
praise and acknowledgement, as well as encourage participant-to-participant recognition by
asking for shout-outs recognizing achievements. Generative discussion days and capacitybuilding opportunities will include chances to ask questions, share reactions to the change, and
offer feedback throughout the process.
Another opportunity is the committee updates at the beginning of each caucus meeting.
Caucus meetings consist of the trustees, superintendent, and senior leadership. The chair of the
governance and evaluation committee can make remarks to recognize activities that have taken
place as part of the work plan, with a specific focus on actions completed and communicate
upcoming ones.
Ultimately, different stakeholders have distinct information needs. As such, the
governance and evaluation committee will gather feedback through regular check-ins with
participants to ascertain if communication strategies for disseminating information are meeting
needs and to adjust as needed. Committee members will utilize planned check-ins with

103
participants as a way to listen to experiences and strengthen communication and understanding
of the process and the change. The check-in process can involve a mix of face-to-face, telephone,
and follow-up electronic communication to provide information. Members of the committee will
maintain a record of each check-in and review it at their monthly meetings, to ensure regular
connection has been made with all participants. The check-ins will serve as a way for the
committee members to assess if communication is clear, persuasive in terms of fostering
continued motivation for the change, and relevant to participants.
Knowledge Mobilization Activities
An emphasis on knowledge mobilization ensures knowledge that has been co-created by
participants is shared among them and more broadly to foster organizational learning. An
emphasis on organizational learning can foster organizational knowledge. The effect of learning
and incorporating knowledge derived from mobilization activities can lead to a shift in
behaviours resulting in improved organizational outcomes (Pietrzak & Paliszkiewicz, 2015). Key
principles of knowledge mobilization include evaluating the intervention and sharing the
learnings to inform future practice (Powell et al., 2017). Applying the learning by
communicating and reporting progress and findings, developing and implementing actions, and
gathering feedback on actions taken will facilitate organizational learning (Torres et al., 2005).
Knowledge mobilization activities will occur throughout the change implementation plan
and concentrate on push, pull, linkage, and exchange (Powell et al., 2017). The creation and
dissemination of products, or traditional “push” activities, will include written materials (e.g.,
board reports and the write-up of the case study) and tools to use (e.g., evaluation resources and
the policy evaluation framework), as well as the recordings of public board discussions to share
information. The “pull” activities include use of skills and knowledge participants have gained
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through capacity-building opportunities, and the application of the policy evaluation framework
through pilot testing and institutionalization. Consistent with the participatory approach
embedded in this change process, participants will be involved in “linkage and exchange”
knowledge mobilization activities, including generative discussion days and capacity-building
opportunities, which bring participants together to facilitate connections. These activities are
appropriate for and consistent with River City school division’s context.
Next Steps and Future Considerations
The process of developing this OIP began with a reflection on my own leadership
approach, and the desire to address a PoP experienced in my role as elected school board trustee
while drawing on my evaluation expertise. This OIP offers a comprehensive understanding of the
PoP and a solid plan to address it. The full potential of addressing this PoP through
implementing the solution will only be realized when the policy evaluation framework is
institutionalized within the organization. This requires a continued commitment to building
evaluation capacity and fully implementing the policy development cycle to generate synergies
and coherence in terms of planning, learning, and knowledge mobilization. Furthermore, as the
board composition shifts with the municipal election every 4 years, the continued integration of
policy evaluation along with policy development capacity building is a critical part of the trustee
orientation process. As a next step, once the change implementation plan is completely enacted,
the division is encouraged to periodically review policy evaluation practices by continuing to
engage and collect feedback from stakeholders.
As provincial regulations affect all school boards in the province, this OIP could be
applied by others to support the development of their policy evaluation function and to promote
an evaluative culture, thereby strengthening the governance role of their boards. In addition,
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school board associations can serve a role in further strengthening governance by offering
province-wide evaluation capacity and skill building, as well as shared policy learning
opportunities to trustees of all school boards at formal gatherings, such as conferences and public
events. Furthermore, the learnings from this OIP transcend education and can be applied to
inform other disciplines’ governance and policy work.
Chapter Summary
This final chapter focused on providing a detailed implementation plan, an approach to
M&E, and a strategy to communicate the need for change. M&E will offer an in-depth
examination and description of the enactment of the change implementation plan in order to
deeply appreciate what is working, what is not, and why in this specific context. A case study
approach will provide a rich description of the change process, with themes identified by
participants through data analysis, and allow for judgment on the extent to which the desired
goals were achieved, supported by a continuous improvement lens through the application of the
stages of the PDSA cycle.
A communication strategy will ensure that participants clearly understand the need for
change and are kept apprised of adjustments to the change implementation plan throughout the
process. Key messages and strategic communication will build awareness and increase
stakeholder commitment to the change. Feedback and participant experiences and learnings
gathered as part of the M&E process will inform the evolution of the communication plan. The
communication plan will focus on building awareness, communicating the need for change, and
include push, pull, linkage, and exchange knowledge mobilization activities to foster
organizational learning.
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Next steps include completing the policy development cycle, from policy creation to
evaluation, and repeated evaluation capacity-building activities as new trustees are elected to the
board. Once the change implementation plan is fully enacted, the board is encouraged to
undertake a review of the policy evaluation framework to make adjustments as new learning
occurs. The learnings from this OIP are applicable to other school divisions, and enactment of
the change implementation plan specific to their context could be used to address provincial
regulations.
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Epilogue
Writing this OIP has been a beautiful blend of deepening my insight into my role as
trustee and community leader, deeply studying the organization, and applying the lens from my
profession of evaluation to enhance the board of trustees’ policy governance work. The detailed
thinking, learning, reading, engaging in dialogue, researching, and iterative writing entailed in
this doctoral program has been immense. Yet the ability to reflect on and justify committing the
leadership and resources necessary to change the organizational culture through planning,
implementing, monitoring, evaluating, and effectively communicating a series of planned and
strategic actions is a gift. It is a gift that I will carry with me and treasure when moving on to
new change initiatives. I will certainly unwrap and share this gift time and again when
confronted with stakeholders’ inevitable pleas to “just get on with it already,” an attitude that
runs deep within institutions and counter to effective change management practices.
Elected school board trustees are under accessed community leaders when it comes to
evaluation. They can serve as champions for policy evaluation, both as participants in the process
and as decision-makers using evaluation findings to inform their judgments about the
effectiveness of policies. Trustees’ fiduciary role of ensuring resources are allocated in ways that
foster equity and concentrate on areas that have the most impact can be enhanced through
incorporating skills, knowledge, and findings from policy evaluation to inform decision-making.
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Appendix A: Overview of Organizational Improvement Plan

Note. CPM = change path model; PDSA = Plan-Do-Study-Act.
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Appendix B: Rate the Organization’s Readiness for Change,
Scored for River City School Division
Readiness dimensions
Previous Change Experience
1. Has the organization had generally positive experiences with change?
2. Has the organization had recent failure experiences with change?
3. What is the mood of the organization: upbeat and positive?
4. What is the mood of the organization: negative and cynical?
5. Does the organization appear to be resting on its laurels?
Executive Support
6. Is senior leadership (the board of trustees and superintendent)
directly involved in sponsoring the change?
7. Is there a clear picture of the future?
8. Is executive success dependent on the change occurring?
9. Has management ever demonstrated a lack of support?
Credible Leadership and Change Champions
10. Are senior leaders in the organization trusted?
11. Are senior leaders able to credibly show others how to achieve their
collective goals?
12. Is the organization able to attract and retain capable and respected
change champions?
13. Are middle managers able to effectively link senior managers with
the rest of the organization?
14. Are senior leaders likely to view the proposed change as generally
appropriate for the organization?
15. Will the proposed change be viewed as needed by the senior leaders?
Openness to Change
16. Does the organization have scanning mechanisms to monitor the
environment?
17. Is there a culture of scanning and paying attention to those scans?
18. Does the organization have the ability to focus on root causes and
recognize interdependencies both inside and outside the
organization’s boundaries?
19. Does “turf” protection exist in the organization?
20. Are the senior managers hidebound or locked into the use of past
strategies, approaches, and situations?
21. Are trustees able to constructively voice their concerns or support?
22. Is conflict dealt with openly, with a focus on resolution?
23. Is conflict suppressed and smoothed over?

Possible
score

Actual
score

0 to +2
0 to −2
0 to +2
0 to −3
0 to −3
Score

2
0
1
−1
0
2

0 to +2

1

0 to +3
0 to +2
0 to −3
Score

2
1
−1
3

0 to +3
0 to +1

3
1

0 to +2

2

0 to +1

n/a

0 to +2

1

0 to +2
Score

1
8

0 to +2

1

0 to +2
0 to +2

1
1

0 to −3
0 to −4

−2
−2

0 to +2
0 to +2
0 to −2

1
0
−1
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Readiness dimensions
24. Does the organization have a culture that is innovative and
encourages innovative activities?
25. Does the organization have communications channels that work
effectively in all directions?
26. Will the proposed change be viewed as generally appropriate for the
organization by those not in senior leadership roles?
27. Will the proposed change be viewed as needed by those not in senior
leadership roles?
28. Do those who will be affected believe they have the energy needed to
undertake the change?
29. Do those who will be affected believe there will be access to
sufficient resources to support the change?
Rewards for Change
30. Does the reward system value innovation and change?
31. Does the reward system focus exclusively on short-term results?
32. Are people censured for attempting change and failing?
Measures for Change and Accountability
33. Are there good measures available for assessing the need for change
and tracking progress?
34. Does the organization attend to the data that it collects?
35. Does the organization measure and evaluate customer satisfaction?
36. Is the organization able to carefully steward resources and
successfully meet predetermined deadlines?

Possible
score
0 to +2

Actual
score
1

0 to +2

1

0 to +2

1

0 to +2

1

0 to +2

0

0 to +2

0

Score

4

0 to +2
0 to −2
0 to −3
Score

0
0
0
0

0 to +1

1

0 to +1
0 to +1
0 to +1

1
1
1

Score

4

Total
+18
Note. Adapted from Organizational change: An action-oriented toolkit (4th ed.), by G. Deszca,
C. Ingols, & T. Cawsey, 2020, SAGE. Copyright 2020 by SAGE Publications, Inc.

126
Appendix C: Congruence Model and Context

Note. Adapted from “Organizational frame bending: Principles for managing reorientation,” by
D. A. Nadler & M. L. Tushman, 1989, The Academy of Management Executive, 3(3), p. 73.
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Copyright 2020 by SAGE Publications, Inc. PESTLE = political, economic, social,
technological, legal, and environmental; PoP = problem of practice.
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Appendix D: Change Implementation Plan
AWAKENING STEP
SHORT-TERM: Year 1: September–December
Goal: To increase awareness of the change, as well as enhance knowledge and evaluation skills within the board of trustees,
the superintendent, and the advisory group members through capacity building, facilitated discussions,
and regular review of and reflection on the change process.
Key Focus
Actions
Monitoring & Evaluation
Primary Responsibility
What to do?
How?
Who will lead it?
Complete an environmental COLLECT DATA:
Gather evidence that actions are Governance and evaluation (G&E) committee
scan Identify change drivers Analyze trends,
completed (review of document) & staff support. Environmental scan can be part
Undertake a PESTLE
review organizational
of board’s established engagement practices
analysis
history and strategic
(led by the G&E committee) as part of
plan; identify events,
development of the strategic plan at the
activities and/or
beginning of each board term
behaviours that
support or necessitate
the need for change
ENGAGE: discuss
findings with trustees
and the superintendent
& get input
USE FINDINGS: to
inform the change
implementation plan
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Key Focus
What to do?
Host facilitated generative
discussion days with
trustees and superintendent;
plan & offer capacitybuilding opportunities to
increase skill and
knowledge of evaluation

Conduct and review
organizational readiness for
change survey
Consider score and areas for
improvement to make
adaptations to the change
plan

Actions
How?
BUILD CAPACITY:
Plan generative
discussions days as
part of the work of the
G&E committee, ask
trustees for input into
the agenda, plan
activities to engage
participants and
dedicate time for
discussion and
exploration of the
findings from the
environmental scan
and PESTLE analysis
COMPLETE ORG
READINESS
SURVEY: Consider
each readiness
dimensions and
complete the scale to
assess awareness
about the
organization’s
readiness for change

Monitoring & Evaluation
Collect feedback via a short
“exit slip” after each generative
discussion
Review participation rates

Gather evidence that
organizational readiness for
change survey was scored,
completed, and shared with
trustees and the superintendent

Primary Responsibility
Who will lead it?
As change agent, I will facilitate the board-led
generative discussions (consistent with current
practice)
G&E committee will collect, review, and
summarize exit slips to inform the change
process

As change agent, I will complete the change
readiness survey, and engage other trustees and
the superintendent to inform responses
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Key Focus
What to do?
Complete a stakeholder
analysis

Identify goals and criteria
by which to measure
success of the change
process; consider evaluation
questions to guide the case
study, establish feedback
loop.

Actions
How?
ESTABLISH A
BASELINE: Identify
and collect the
perspectives of
individuals who can
influence the project’s
success and will be
impacted most by the
change through
completion of a
presurvey to establish
a baseline for
awareness and
evaluation skills
SET CRITERIA FOR
SUCCESS: Plan a
generative discussion
day facilitating a
discussion of goals
and criteria. Provide a
page on which
participants can use to
reflect and write down
thoughts about goals
and ways to track and
measure success. Ask
participants to share
their perspectives (and
their reflection page if
they are comfortable
doing so)

Monitoring & Evaluation
Gather evidence the presurvey
was completed
Review participation/response
rate

Capture discussion and collect
reflection page, summarize
content into goals and themes,
use input to finalize what data to
gather throughout the change
process
Create the monitoring and
evaluation plan, including
tracking system for measures,
and recording check ins with
participants

Primary Responsibility
Who will lead it?
G&E committee will design the survey
The director will program it online and send the
link to respondents’
Descriptive statistics will be compiled
automatically by the survey software and the
open-ended questions will be summarized by
the staff support and shared first with the G&E
committee for discussion and then with the
participants

G&E committee with staff support
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Key Focus
What to do?
Compile existing evaluation
related practices

Create a communication
plan

Identify required resources

Actions
How?
MOTION FOR
SUPERINTENDENT
TO COMPLETE.
They will assign staff;
may require
discussion to clarify
what is in and what is
out of scope
DEVELOP & SHARE
KEY MESSAGES:
Establish and share
key messages, capture
stakeholders’
reactions. Create an
outline of audience,
message purpose,
delivery method,
frequency/timing,
responsibility, and
feedback mechanism
ESTABLISH A
BUDGET: Review
proposed actions and
identify and secure
supports required to
complete them

Monitoring & Evaluation
Compile evidence and present it
to the board; use gaps to inform
policy evaluation framework

Monitor if key messages about
the change process were
developed and if a
communication plan was
developed
Track if communication was
received and understood as well
as how communication can be
improved

Primary Responsibility
Who will lead it?
Chair of G&E committee

Led by G&E committee with support from the
division’s director of communication

Identify access to required
G&E committee with support from director
resources
Monitor the extent that resources
were sufficient to carry out the
actions through discussion with
the G&E committee; adjust as
needed by making a formal
request for additional resources
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Key Focus
What to do?
Review accomplishments
and learnings to date and
adjust as needed
Celebrate accomplishments

Actions
How?
ADJUST &
COMMUNICATE:
Make and record
changes to
implementation plan
Prepare an
information report to
public board: update
on G&E committee’s
work plan

Monitoring & Evaluation
Evidence changes are made,
recorded, shared, and updated
publicly

Primary Responsibility
Who will lead it?
G&E committee and participants

Recognition of actions
completed by G&E committee,
participant praise for
accomplishments, celebrations

PDSA - PLAN
Understand the problem, scope it, and set goals
Determine what data to gather; collect and use information to predict potential challenges, identify considerations, and contribute to the
feedback loop.
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MOBILIZATION STEP
SHORT TO MID-TERM: Year 1: January–June & Year 2: September–December
Goal: To apply the skills and knowledge in evaluation towards the creation of
a policy evaluation framework using a participatory approach.
Key Focus
Actions
Monitoring & Evaluation
Primary Responsibility
What to do?
How?
Who will lead it?
Create an advisory group and RECRUIT: Consistent with Gather evidence the call for
Superintendent (designated staff support)
terms of reference
creating other advisory
members was made public
& trustees
groups, the superintendent
will put a call out. Trustees
Confirm establishment of the
may share the call with
group with a diverse
constituents.
representation of stakeholders
Recommendation for
potential members (based
on established process) will
be led by the superintendent
and shared with trustees for
final approval
Offer evaluation skill and
PLAN & DELIVER:
Review participation rates
G&E committee with staff support
knowledge-building
Draw on existing materials
Collect feedback on
opportunities at regular
available through the
usefulness of capacityintervals
Canadian Evaluation
building activities using exit
Society as well as division
slips and check-ins, using
staff expertise
feedback to inform future
capacity-building
opportunities
Create policy evaluation
CO-CREATE: Bring
Confirm creation of policy
As a change agent, I will lead this process
framework
participants together for co- evaluation framework
with support from the director. Trustees,
creation opportunities.
superintendent, and advisory group
Identify the overall
participate.
approach and strategy to
guide the evaluation
aligning stakeholders’
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Review learnings to date
Celebrate accomplishments

intended purposes for policy
evaluation, questions,
activities, and desired
outcomes
ADJUST &
COMMUNICATE: Present
report at public board as
part of G&E committee’s
work plan update
Recommendation required
to approve policy evaluation
framework

Gather evidence that changes
are made, recorded, shared,
and updated publicly
Recognize actions completed

G&E committee and participants

PDSA - DO
Carry out the implementation plan, document successes, challenges and lessons learned. Gather, analyze, and share data to inform the
change process.
ACCELERATION STEP
MID-TERM TO LONG TERM: Year 2: January to June & into Year 3: September -December
Goal: To apply the skills and knowledge in evaluation towards to creation of
a policy evaluation framework using a participatory approach.
Key Focus
Actions
Monitoring & Evaluation Primary Responsibility
What to do?
How?
Who will lead it?
Pilot policy evaluation
TEST FRAMEWORK:
Confirm policies were
G&E committee and policy committee
framework by developing an Select 2-3 policies at the
evaluated
with staff support
evaluation plan and carrying
policy evaluations stage of
Confirm revisions to
out the evaluation of a few
their lifecycle (5-7 years
improve framework were
selected policies.
since initial implementation captured and implemented
or review); develop a policy
specific evaluation plan
derived from framework to
collect data, analyze &
present findings
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Key Focus
What to do?
Make adaptations to the
policy evaluation framework
as needed, based on the
findings from the pilot

Actions
How?
ADAPT: Collect feedback
at generative discussion
days
Discuss proposed changes
with G&E
Draft a sustainability plan
CONSIDER
that is presented to the board SUSTAINABLITY: Review
to propose how to integrate
resources accessed and
the evaluation framework as a required for future; share
part of the policy
preliminary findings from
development cycle
monitoring and evaluation
(M&E) activities
Discuss with participants
considerations over the
longer term
Expand engagement to
EXPAND
broader organization to
ENGAGEMENT: Review
obtain input and feedback
with participants who else
into change
should be engaged
Develop and implement a
strategy for additional
engagement (i.e., Student
Senate, principal committee,
staff groups, community
partners)

Monitoring & Evaluation Primary Responsibility
Who will lead it?
Review participant
G&E committee
reflections
Director to make changes noted by
G&E committee

Review participant
discussion & reflections

G&E committee—transition to full
committee

Confirm engagement is
expanded and tracked

G&E committee to consider
engagement strategies (i.e., use of
division survey, tagging on with
existing engagement activities).
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Key Focus
What to do?
Review accomplishments and
learnings to date and adjust as
needed
Celebrate accomplishments

Actions
Monitoring & Evaluation Primary Responsibility
How?
Who will lead it?
ADJUST &
Gather evidence that
G&E with staff support
COMMUNICATE: Make
changes are made
and record changes to
including rationale
implementation plan
Confirm report is
Prepare an information
presented at public board
report to public boards:
Recognize actions
update on G&E committee’s completed
work plan
Recommend policy
evaluation framework
becomes part of audit
committee and rename
committee to audit and
evaluation
PDSA - STUDY
Compare implementation to date with plan, note progress and areas of challenge. Analyze data collected and summarize learnings
to inform changes to plan.
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INSTITUTIONALIZATION STEP
LONG-TERM: Year 3: January–June (*and beyond)
Goal: To foster a culture of evaluation where policies are systematically evaluated for impact
and findings are used for organizational learning and to inform decision-making.
Key Focus
Actions
Monitoring & Evaluation
Primary Responsibility
What to do?
How?
Who will lead it?
Undertake and summarize
ENGAGE EXTERNAL
Confirm in-depth interviews are G&E committee will engage
interviews
CONSULTANT: An external completed with participants,
external evaluation consultant
evaluator will review change then themed and shared with
Director will provide support
implementation plan and
participants
M&E plan to draft interview
guide
The director will help
coordinate scheduling. Each
participant will be invited to
participate
Themes and a summary of
lessons learned will be
presented to participants for
discussion
Conduct postsurvey to assess ASSESS CHANGE: Review Confirm postsurvey is conducted The director will send the survey
a change from responses
and examine differences
link to participants once tool has
collected in the awakening
between ratings on pre- and
been reviewed and updated by
step with the presurvey.
postsurvey
the G&E committee
Descriptive statistics and
summary of open-ended
questions will be used to inform
the write-up of the case study
Carry out the full policy
COMPLETE THE CYCLE:
Review feedback on cycle
G&E committee and policy
development cycle on
Add to committees’ work
Confirm feedback from trustees committee
policies to generate synergies plan
that evidence is used to inform
and coherence in terms of
decision-making
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planning, knowledge sharing,
and learning
Prepare a report detailing the
findings from the change
initiative and present at a
public board meeting.

CELEBRATE &
COMMUNICATE: Highlight
successes and lessons
learned, note changes made
as learning occurred. Present
case study.

Review documentation collected The director will draft the report
over the course of the change
with input from the G&E
process. Compile themes
committee
illustrating what worked well,
The chair of G&E committee
challenges, and learnings.
will present the report at a public
Include a summary of the
board meeting as part of the
measures tracked as part of
overall update on their work
M&E
plan
PDSA - ACT
Consider what changes to the policy evaluation framework are needed to fully address the lack of evaluative feedback on policies
and fully implement and institutionalize the change. Address those changes and roll out the full implementation by carrying out the
complete policy development cycle.

